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ABSTRACT
A Mixed-Methods Case Study of How Elementary Principals Build Trust With Staff
Using Weisman’s Five Domains of Trust Model
by Diana Escalante
Purpose: The purpose of this mixed-methods study was to identify and describe how
elementary school principals establish trust with staff using the 5 domains of competence,
consistency, concern, candor, and connection (Weisman, 2010). In addition, it was the
purpose of this study to determine the elementary school principals’ perceived degree of
importance for the 5 domains of consistency, competence, candor, concern, and
connection for building trust.
Methodology: This mixed-methods research design used quantitative and qualitative
data to analyze the research questions related to trust between elementary school
principals and their staff. This study used both surveys and in-person interviews. The
population for this study included elementary school principals within the San
Bernardino in California.
Findings: The quantitative analysis of data resulted in 24 themes for the first 5 questions.
Each of the 5 domains of trust produced at least 2 high-ranked findings. Based on the
criteria designed by the researcher, 11 major findings were discovered. For the
quantitative portion, competence resulted as the most important domain for building trust
with a mean of 5.7 and 70% of respondents indicating strongly agree.
Conclusions: Six conclusions were drawn from the data and findings. Elementary
principals must (a) exercise all five domains simultaneously to establish trust, (b) connect
with their staff members to receive input from them, (c) show concern through the
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interactions with their staff members to show they are valued, (d) have the ability to share
their own instructional experiences and knowledge, (e) create a space conducive to open
communication, and (f) lead by example.
Implications: This study revealed that behaviors related to the five domains of trust
establish trust between principals and staff members. As such, it is crucial for
universities to create educational programs that consist of various forms of leadership
styles to create school leaders who are multifaceted in leading schools. Next, it is
important that both aspiring principals and current principals take time for self-reflection
and allow feedback from others so they can grow as professionals. Also, all school
districts should establish an administrative mentorship program to develop and support
school leaders. Lastly, joining administrative associations and taking part in professional
development will provide school leaders with a competitive advantage in the field of
education.
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PREFACE
Following collaborative discussions regarding the opportunity to study principal
trust leadership with various populations, six doctoral students in collaboration with
faculty researchers developed a common interest in investigating how principals
establish trust with teachers. This resulted in a thematic study conducted by a research
team of six doctoral students. This mixed-methods study was designed with a focus on
the five domains of trust—connection, concern, candor, competence, and consistency—
using The Values Institute’s trust framework in order to identify and describe the
leadership practices principals use to establish trust with teachers. In addition, it was
the purpose of this study to determine principals’ perceived degree of importance of the
five domains for trust. Principals were selected by the team from various public K-12
school districts in California to examine the trust leadership strategies these site leaders
used.
Each researcher interviewed 12 school site principals to determine what leadership
strategies helped them to establish trust with teachers; the researcher then administered a
survey to principals to determine the perceived degree of importance for building trust
utilizing the five domains of consistency, competence, candor, concern, and connection.
To ensure thematic consistency and reliability, the team co-created the purpose
statement, research questions, definitions, interview questions, survey, and study
procedures.
Throughout the study, the term peer researchers is used to refer to the other
researchers who conducted this thematic study. My fellow doctoral students and peer
researchers studied principal trust leadership with the following populations in California
K-12 school districts: Amy Brower, elementary school principals in Apple Valley area;
xvii

Danielle Clark, high school principals in San Diego and Orange County; Cynthia SmithOugh, elementary school principals in San Diego County; Iyuanna Pease, high school
principals in Sacramento County; Wendy Ryerson, middle school principals in Orange
County.
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CHAPTER I: INTRODUCTION
School reform continues to be at the forefront of our nation, as students are
expected to have 21st-century skills necessary for the world as a complex, globalized,
and technology-driven society (Kellogg, 2017). The Common Core State Standards have
been set in place to assist in narrowing the achievement gap, because of students’
inability to read at college level. As evidence, a report conducted by the American
College Testing association showed that of students who had taken the reading portion of
the ACT, only half were proficient. Only 59% of first-time college students seeking a
bachelor’s degree will complete a 4-year university (National Governors Association
Center, 2010). Furthermore, 843 schools nationwide serving more than 594,000 students
have been identified as low-performing schools, and 1,750 American high schools are
considered dropout factories (Mead, n.d.).
The magnitude of this nation’s educational future to improve achievement will
need to be mirrored with a fundamental change in school culture and best practices
necessary to create a pathway where all students can be successful. A new
transformative era has emerged for a paradigm shift in leadership approach in education,
by which effective leaders can carry out such endeavors in school reform (DarlingHammond, LaPointe, Meyerson, Orr, & Cohen, 2007). This paradigm shift can ensure
that this society will be well served with productive citizens who have skills sets to
compete for jobs in this global economy and be skillful in 21st-century professions
(Darling-Hammond et al., 2007).
The educational system requires leaders who understand the conceptual and
organizational dimensions of leading people in the context of education to ensure student
success. Such leaders inherit character traits that influence school culture and bring forth
1

organizational improvement and success through effective best practices (Kellar &
Slayton, 2016). School leaders have the immense responsibility to juggle a multifaceted
position in which decisions are made every day to assist the trajectory of the school’s
success. As such, an effective school principal is one who understands his or her own
school culture and uses it to increase staff satisfaction and student success through
authentic relationships (Bryk & Schneider, 2002). Having a fundamental understanding
of school culture can assist in developing a common vision and provides the “why” to the
school vision. Through setting a tone of competence and character, a principal can
positively impact his or her school in a transformative manner (White, Harvey, & Fox,
2016). When teachers see these positive qualities in their leader, they want to create an
atmosphere of high academic achievement.
One primary key ingredient to foster a healthy learning environment is a principal
cultivating trust with his or her teachers. Vibrant, well-performing schools have an
underlying trust theme that permeates the culture of the school where all stakeholders feel
included (Tschannen-Moran & Gareis, 2015). When teachers have an unwavering trust
in their principal, barriers are broken, and deeper relationships can be explored
(Tschannen-Moran & Hoy, 2001). In addition, a new level of confidence in the principal
is created when the principal acts in the best interest of the teachers (Tschannen-Moran &
Hoy, 2001). School principals have an indirect impact on student achievement by
fostering positive relationships with teachers. When trust exists between the principal
and teachers, there is a greater response to the vision and mission of the school (Martin,
1999). When trust is present, it creates an environment where teachers can unlock new
ways of teaching to prepare students for college and career readiness. A school leader
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therefore has a great responsibility to simultaneously provide results-driven leadership
while creating values-driven culture (Hansell, 2017).
Background
Power was the driving force behind previous traditional leadership styles, which
allowed such leaders to reach the top of their organization to define their success (Green,
2012). The modern leadership style focuses on a more authentic type of leadership
created through trusting relationships. The true power rests in the ability of leaders to
create trust that builds such relationships in pursuit of a common vision (Green, 2012).
Effective Leadership in Organizations
Twenty-first century organizations are global entities, evolving through time and
space, linking in partnerships with collaborators (Cascio, 2013; Johnson, Mercado,
Sullivan, & Terry, 2009). Such organizations can only be successful through leaders who
inspire trust. Trust can be strengthened through the interactions that exists only through
relationship building, to lead the organization to global success (Bryk & Schneider, 2002;
Burke, Sims, Lazzara, & Salas, 2007). When followers are engaged and tuned in to the
vision of the organization, organizational goals can be reached to their maximized
potential. Such leadership leaves an impression that permeates throughout the
organization (Bass, 1990). Therefore, it is crucial to have trust in leadership that can take
an organization to a new depth of success by having members who feel valued.
Transactional leadership. The study of leadership has rooted itself since the
beginning of time. As organizations are advancing into the 21st century, numerous
leadership theories have developed. Leaders have the power to develop the culture of
their organizations (Mayer & Gavin, 2005). One such leadership theory was that of a
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transactional leader. Bass (1990) defined a transactional leader as one who transacts
effort for rewards and punishes when goals are not met. The relationship between a
leader and his or her follower is one of common goals and outcomes (Tung, 2016). At
one time, this leadership style was important because it initiated and organized followers
to work in a way a task was completed. Bass (1990) believed that transactional leaders
accomplished tasks by recognizing effective followers, increasing pay, and providing
advancement for high performance. However, followers could also be penalized for a
lack of high performance (Bass, 1990). Although this type of leadership can be effective,
organization’s followers have a greater sense of need for authentic relationships between
them and their leader.
At the time of the study, organizations desired individuals who care deeply about
humanity and the success of all, and who have a sense of moral responsibility to develop
as leaders. Such leaders work toward developing a culture of positivity and success by
exhibiting good character traits to complete such tasks. As opposed to earlier leadership
styles that focused on simply issuing orders to their employees to complete tasks within
their organizations, one leadership style that can assist in such transformational change is
that of a transformational leader.
Transformational leadership. Organizational leadership scholars have been
entrenched with transformational leadership theory (McCarthy, 1997; Northouse, 2016).
This interest is due to the relevance of today’s needs of the workforce who want to be
empowered and inspired by having greater meaning in their organization. Followers in
an organization desire a greater sense of relationship from their leader to develop a sense
of greater pride in their product. According to Bass (1990), a transformational leader
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incorporates the following vital factors: influence or charisma, inspirational motivations,
intellectual simulation, and individualized consideration. Transformational leaders are
influential, based on their capacity to clearly share the organization’s vision and mission
(Northouse, 2016). As such, leaders motivate followers to buy into the organizations
through emotionally communicating to the heart of every follower (Northouse, 2016;
Yukl, 2006). A transformational leader whose presence is felt within the organization
will gain the trust of its followers. When a leader and his or her followers develops trust
through genuine relationships, the organization will thrive.
Instructional leadership. Educational leadership theory has simultaneously been
evolving alongside other organizational theories to improve student achievement and
school climate (Hallinger, 2003). The most common form of leadership in education is
that of an instructional leader. The role of an instructional leader is to lead with a strong
and directive curriculum and instruction to increase student achievement (Hallinger,
2003). The sole purpose of an instructional leader is to increase student performance
through effective teaching and learning (U.S. Department of Education, 2015). However,
the needs of all school stakeholders have changed over time and the style of educational
leadership is deemed necessary (Hallinger, 2003). Today’s school leadership involves
more than just knowing and implementing curriculum. Both transformational and
instructional leadership styles are emerging to inspire all stakeholders and create a
positive school culture (Aydin, Sarier, & Uysal, 2013; Gray & Lewis, 2013). The role of
a school leader is multifaceted because his or her responsibilities are extensive. In
addition to managing administrative responsibilities, school leaders must show leadership
in effective instructional practices. Furthermore, school leaders must develop community
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partnerships with parents and other community stakeholders. As such, school leaders
need to be equipped with skills to build trusting relationships with all stakeholders to
ensure the success of all students.
Theoretical Foundation for Trust
The success of any organization is built on the foundational capacity of an
effective leader. A key component of an effective organizational leader is his or her
ability to create trust. It is vital for leaders to be grounded in the knowledge of leading
with trust to create meaning in the context of their organization (Conley, 2013). The
conceptualization of trust has been evolving over the last decades through a variety of
frameworks to define trust. One of the first attempts to define trust originated from the
works of Mayer, Davis, and Schoorman (1995). They defined trust as “the willingness of
a party to be vulnerable to the actions of another party based on the expectation that the
other will perform a particular action important to the trustor, irrespective of the ability to
monitor or confront that other party” (Mayer et al., 1995, p. 712). Researchers have
developed frameworks to define antecedents to trust, conceptualization of trust, and
outcomes of trust (Mayer et al., 1995; Mishra, 1996; Tschannen-Moran & Hoy, 2001).
According Mayer et al.’s (1995) integrative model of organizational trust
framework, ability, benevolence, and integrity are vital to develop trust between the
leader and his or her follower. Mayer et al.’s framework was then followed by
Tschannen-Moran and Hoy’s (2001) framework where they described benevolence,
reliability, competency, honesty, and openness as antecedents for trust. Another
important work is S. M. R. Covey’s (2006) four cores of credibility: integrity, intent,
capability, and results. A more recent framework is that of Conley (2013) with the
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ABCD’s of trust. This framework is comprised of four basic elements: able, believable,
connected, and dependable (Conley, 2013).
Although the researchers have some differences in antecedents, all of them
describe trust as a willingness to be vulnerable (S. M. R. Covey, 2006; Mayer et al.,
1995; Tschannen-Moran & Hoy, 2001). Such theories state that when a trustor is
vulnerable based on the trustee’s ability to function within the factors described, it will
create a trusting relationship between both parties. When trust is the foundation of the
relationships between a leader and his or her members in an organization, the gains will
be boundless. Trust theories support the claim that trust is built through an intentional
use of specific traits simultaneously over a period of time to develop and create a
condition of trust (Conley, 2013).
Theoretical Framework
For the purposes of this study, the researcher used the definition developed by
Weisman (2010):
An individual’s willingness, given their culture and communication behaviors in
relationships and transactions, to be appropriately vulnerable based on the belief
that another individual, group or organization is competent, open and honest,
concerned, reliable and identified with their common values and goals. (p. 35)
In addition, Weisman’s (2010) five domains of The Values Institute model was selected
as the trust framework. The five domains include competence, consistency, concern,
candor, and connection. Such factors are needed as a guiding principle to establish
positive relationships within an organization centered on trust (Weisman, 2010).
Weisman (2010) emphasized the significance of not isolating each domain but aligning
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them on a continuum to create a sense of values. Weisman believed that the foundation
of the five domains pyramid was competence and consistency. The middle of the
pyramid comprises concern and candor, which shifts the relationship from a functional
state to a more emotional state (Weisman, 2010). Lastly, connection is at top of the
pyramid, which is the supreme state of any relationship (Weisman, 2010).
The Five Domains
There is an influx of literature that contributes to the five domains: competence,
consistency, concern, candor, and connection in isolation. This study sought to
understand how the five domains of trust work simultaneously to create organizational
meaning, specifically in the realm of education. The definition for each domain was
created with Brandman doctoral students who are part of a thematic dissertation on how
to create trust in organizational settings, using Weisman’s (2010) five domains of trust.
Competence. Competence is the ability to perform a task or fulfill a role as
expected (S. M. R. Covey, 2009; Farnsworth, 2015; Handford & Leithwood, 2013;
Tschannen-Moran, 2014). Followers will choose to trust in a leader who can exhibit
skills necessary to move the organization forward. Furthermore, followers will develop a
sense of confidence in their leader when he or she performs as expected (S. M. R. Covey,
2006).
Consistency. Consistency is the confidence that a person’s pattern of behavior is
reliable, dependable, and steadfast (Tschannen-Moran, 2014; Weisman, 2016). Leaders
must ensure that they are leading in a manner that is consistent for followers to witness
on a daily basis. Consistency in a leader’s message will ensure credibility and reliability
(Martin, 1999).
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Concern. Concern is the value placed on the well-being of all members of an
organization, promoting their welfare at work and empathizing with their needs. Concern
entails fostering a collaborative and safe environment where leaders and members are
able to show their vulnerability, and to support, motivate, and care for each other
(Anderson & Ackerman Anderson, 2010; S. M. R. Covey, 2006; Kouzes & Posner, 2007;
Livnat, 2004; Weisman, 2016). In addition, concern measures the emotional factors from
a leader to her or his followers in the form of caring and having empathy (Weisman,
2016).
Candor. Candor involves communicating information in a precise manner and
being truthful even if one does not want to provide such information (Gordon & Giley,
2012; O’Toole & Bennis, 2009; Tschannen-Moran, 2014; Weisman, 2016). When
followers hear a leader being truthful, integrity is recognized and established with the
leader (White et al., 2016). Followers will honor and respect those leaders who lead with
integrity.
Connection. Connection is a shared link or bond where there is a sense of
emotional engagement and interrelatedness (Sloan & Oliver, 2013; Stovall & Baker,
2010; White et al., 2016). When a leader shows that he or she is connected, greater
relationships are created in a more meaningful way between the follower and leader.
Such connection validates the feelings of followers within the organization (White et al.,
2016).
The Role of a Principal
With school reform at the forefront of this nation, principal leadership is of the
upmost importance in public school education (The Wallace Foundation, 2013). To have
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effective schools, effective leaders must lead the way to create a positive school culture.
On the surface, a principal’s primary function according to Beal City School District
(n.d.) is to “provide leadership and administration which will motivate instructional and
support personnel to strive for superior performance to provide the best possible
opportunities for student growth and development, both educationally and personally”
(para. 1). In addition, the Beal City School District delineates the following areas of
responsibilities:
• Developing and administering the general school routine and coordinate all
activities within the school building.
• Participating in the selection of new teaching and classified personnel.
• Observing, counseling, and motivating professional staff toward performances
to attain educational goals.
• Continually evaluating existing programs and practices, curriculum content,
and pilot or experimental.
• Maintaining an educational philosophy and school climate which encourages a
cooperative and participating attitude on the part of all teachers and students.
(Beal City School District, n.d., para. 1)
Although all responsibilities of the principal are vital to the success of a school,
they can only be carried out by creating an environment of positive relationships with all
stakeholders. The principal is the single key factor in creating such culture. Trust is one
of the most foundational aspects of a strong school culture (Tonissen, 2015).
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K-12 Principal Leadership and Trust
As trust within an organization is vital, so is trust within the sphere of education.
Principals, as leaders, have a demanding yet rewarding job to lead students to success.
For that matter, it is vital for principals to develop trust with their staff members.
Tschannen-Moran and Hoy (2001) believed that when trust is created, the faculty trusts in
their principal to see others as a priority and keep true to their word. Consequently,
positive relationships between the principal and staff will be established. In addition,
when teachers show trust toward their principal, they create an environment where they
can become vulnerable and try new things in the classroom to enhance student learning
(Howe, 2016). When the faculty act in a collective and cohesive manner, they create a
sense of unity and positive school culture. Such positive school culture will create a
sense of togetherness to continue raising academic success to new levels of achievement
(Cox, 2009).
Gap in Literature
Research on trust and leadership within organizations supports the idea that trust
is an important attribute to a leader for the success of the organization. The theoretical
framework for Weisman’s (2010) five domains of trust presented in this study reflects the
current body of research. Literature provides an understanding into the five domains as
individual entities, but there is a lack of literature to support the five domains from a
holistic approach in creating trust between a follower and his or her leader. Furthermore,
there is a gap in literature providing insight into how a school principal creates trust with
his or her staff using Weisman’s five domains of trust. Establishing the five domains of
trust—competence, consistency, concern, candor, and connection—communally will add
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to the body of work in leaders creating trust with followers, specifically educational
leaders.
Statement of the Research Problem
Organizations that have trust as the driving force to build sustaining relationships,
create positive cultures to move the organization forward to its fullest potential (Martin,
1999; Mayer & Gavin, 2005; Weisman, 2016). Trust requires leaders who can inspire
genuine commitment from followers to move from self-gain to believe in a common
mission (Martin, 1999). This is true in school organizations, and it is particularly true for
principal and teacher relationships. Trusting relationships in schools have shown to be
vital to a positive school culture, which leads to high student achievement (Bryk &
Schneider, 2002). With trust being the driving force to deal with the changes of
education, school principals must exercise an in-depth knowledge of how to create and
sustain trusting relationships within school environments (Tschannen-Moran & Hoy,
2001).
There are vast amounts of literature on trust frameworks and the importance of a
leader to create trust with their employees, for the benefit of the organization.
Antecedents, contextualization of trust, and outcomes have become clear. In addition,
there appears to be a plethora of literature on the importance of principals creating strong
school cultures, utilizing trust as the key component (Tonissen, 2015; Tschannen-Moran
& Gareis, 2015; Tschannen-Moran & Hoy, 2001; White et al., 2016). Furthermore,
school principals can have a direct link to student achievement by creating a positive
environment conducive to learning. However, there appears to be disconnect with
“developing trust in schools, supporting trust in schools, and repairing trust in schools”
(Tschannen-Moran & Hoy, 2001, p. 547).
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A key ingredient of any organization is trust, which has been studied across many
environments (Kouzes & Posner, 2007). However, there appears to be a lack in literature
on how principals can create trusting relationships in the context of the school
environment focused on the Weisman’s (2010) five domains of trust: competence,
consistency, concern, candor, and connection. School principals have a strong desire to
create such strong culture, but they lack the tools to do so. Without the proper training
and tools to create strong school culture through trust, the turnover for principals is a
reality (The Wallace Foundation, 2013). Furthermore, principals may feel reluctant to
create such relationships due to their lack of expertise in creating trust relationships
(Tschannen-Moran & Hoy, 2001). In conclusion, there is a gap in literature on how
school districts can work with principals on acquiring interpersonal skills, such as
strategies to create trust (Mendels & Mitgang, 2013; Syed, 2014). This study addresses
the gap in research about how school principals can create trust with teachers using
Weisman’s (2010) five domains of trust.
Purpose Statement
The purpose of this mixed-methods study was to identify and describe how
elementary principals establish trust with staff using the five domains of trust:
connection, concern, candor, competence, and consistency. In addition, the purpose of
this study was to determine the elementary principals’ perceived degree of importance for
the five domains of consistency, competence, candor, concern, and connection for
building trust.
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Research Questions
1. How do elementary principals establish trust with staff through the domain of
connection?
2. How do elementary principals establish trust with staff through the domain of
concern?
3. How do elementary principals establish trust with staff through the domain of candor?
4. How do elementary principals establish trust with staff through the domain of
competence?
5. How do elementary principals establish trust with staff through the domain of
consistency?
6. How elementary principals perceive the degree of importance for the five domains of
consistency, competence, candor, concern, and connection for building trust.
Significance of the Problem
Friedman and Mandelbaum (2011) recognized the intertwining forces of
globalization and technology in this nation, and the direct impact it will have on all
humanity. Technology empowers people to connect in ways never done before. This is a
new world where collaboration, innovation, trade, and commerce will surpass the limits
of prior human connection and globalization (Friedman & Mandelbaum, 2011). With
such force of power in this new world, Friedman and Mandelbaum believed that a new
generation of people will need to be empowered with the demands of this growing
network of people. Furthermore, educators must have a deep understanding of such
demands that will affect every student preparing for jobs in the 21st century. According
to Friedman and Mandelbaum, “These jobs involve critical thinking and reasoning,
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abstract analytical skills, imagination, judgement, creativity, and often math” (p. 82).
Therefore, school leaders are embarking on this new journey to find innovative ways to
transform education in America.
In order to create a positive school where all students can exhibit Friedman and
Mandelbaum’s (2011) 21st-century skills, it is vital for school principals to create such
conditions for learning. These conditions are established through a principal-teacher
connection, because principals can indirectly impact student success through their
relationships with teachers. Teachers who trust their principal will discover new ways to
promote 21st-century learning to prepare students for future careers (Howe, 2016).
Principals who build trust with teachers through trusting relationships will create such an
environment for student success (Bryk & Schneider, 2002).
School principals must act on the important task of creating a positive school
culture that promotes success for all students. However, principals are faced with many
challenges in creating such relationships with teachers and all stakeholders. An effective
school principal understands the culture of his or her school, while aligning with the
goals the district sets forth (Bryk & Schneider, 2002). At the same time, school
principals must lead such work with passion, meaning, and enthusiasm to spark the same
vigor in their teachers. Such culture is created when trust is set as the component for all
relationships (Weisman, 2016). The research in this study was deemed important
because it addresses the gap in literature concerning how principals create trust with
teachers through the five domains of trust.
The research in this study provides information on how principals and teachers
can establish trusting relationships to create a positive school culture and prepare students
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for the 21st century. A climate of trust will assist in creating many benefits for the
welfare of all stakeholders within a school’s environment (Tschannen-Moran & Hoy,
2001). Identifying how the five domains for developing trust in the Weisman (2010)
model can support principals and develop a greater degree of trust with teachers. This
will bring new knowledge to school districts on how to better support their principals in
creating trusting relationships with teachers to promote student success. As such,
principals will have the skills to develop positive and trusting relationships that will
strengthen the school’s organization (Ogens, 2008).
Definitions
This section provides definitions of all terms that are relevant to the study.
Theoretical definition gives meaning in terms of leadership theory in addition to
operational definitions.
Theoretical Definitions
Competence. Competence is the ability to perform a task or fulfill a role as
expected (S. M. R. Covey, 2009; Farnsworth, 2015; Handford & Leithwood, 2013;
Tschannen-Moran, 2014).
Candor. Candor involves communicating information in a precise manner and
being truthful even if one does not want to provide such information (Gordon & Giley,
2012; O’Toole & Bennis, 2009; Tschannen-Moran, 2014; Weisman, 2016).
Concern. Concern is the value placed on the well-being of all members of an
organization, promoting their welfare at work and empathizing with their needs. Concern
entails fostering a collaborative and safe environment where leaders and members are
able to show their vulnerability and support, motivate, and care for each other (Anderson
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& Ackerman Anderson, 2010; S. M. R. Covey, 2006; Kouzes & Posner, 2007; Livnat,
2004; Weisman, 2016).
Connection. Connection is a shared link or bond where there is a sense of
emotional engagement and interrelatedness (Sloan & Oliver, 2013; Stovall & Baker,
2010; White et al., 2016).
Consistency. Consistency is the confidence that a person’s pattern of behavior is
reliable, dependable, and steadfast (Tschannen-Moran, 2014; Weisman, 2016).
Operational Definitions
Principal. The instructional leader and chief manager of a comprehensive school
(Fullan, 2014).
Trust. For the purposes of this study the researcher used the definition of trust
developed by Weisman (2010):
An individual’s willingness, given their culture and communication behaviors in
relationships and transactions, to be appropriately vulnerable based on the belief
that another individual, group, or organization is competent, open and honest,
concerned, reliable, and identified with their common values and goals. (p. 35)
Elementary school. A school that provides comprehensive academic instruction
to students during kindergarten through sixth grade.
Delimitations
The study was delimited to 12 principals in K-6 elementary schools in San
Bernardino County and Riverside County who have 3 or more years of leadership
experience. The selection criteria identified principals in their field. The researcher
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chose a convenience and purposeful sample, because of the geographical proximity and
availability of the researchers to this case study.
Organization of the Study
This dissertation is organized in five chapters, each with a distinct purpose.
Chapter I introduced the overarching ideas behind trust, leadership, and principals, along
with the five values of trust that were utilized as the theoretical framework for the basis
of this research. Chapter II is an in-depth review of the literature that provides a
theoretical framework and background regarding trust and its value within the school
setting. Chapter III describes the methodology of the research conducted to answer the
research questions. Chapter IV provides a summary of the data collected in the research
process. Finally, Chapter V analyzes the results and draws conclusions about the data to
provide answers to the research questions and make recommendations for future research.
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CHAPTER II: REVIEW OF THE LITERATURE
True school success begins with the principal. As conveyers of best practice,
catalysts of learning, and protectors of the whole child, our nation’s principals
drive schools to lead, learn, and build. As we redefine what a successful school
really is, we know we will find a quality principal there, orchestrating a complex
and dynamic learning community, driving for desired results, and putting children
at the center of it all.
—Gail Connelly, Executive Director, NAESP
Transformational change to create a positive school culture and academic success
of every child begins and ends with the principal. As influencers of best practices,
visionaries of 21st-century learning, and protectors of students’ well-being, our nation’s
principals are the driving force behind each successful school. Principals have made a
commitment to improve student achievement through school reformation and
improvement of learning, through the vehicle of 21st-century learning expectations to
prepare students for our global economy (Connely, n.d.). To meet the new challenges of
the 21st century, a new form of school leadership is needed to gain the commitment of all
stakeholders. True school success is dependent on the ability of all stakeholders to
wholeheartedly trust in their principal’s ability to lead their school through the road of
success. This study explored how principals create trust with staff using Weisman’s
(2010) five domains of trust to lead the transformational change required for futureoriented and successful schools.
Chapter II provided an extensive review of the literature to provide a historical
background and theoretical elements important to this study on how principals create
trust with their staff using Weisman’s (2010) trust framework. A synthesis matrix of
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research was developed (see Appendix A) and used to guide the progress of this review
of literature. The literature review is organized into six main parts through a funneling
approach. Each section transitions from a general review of the literature to a specific
focus on how elementary school principals create trust with their staff using Weisman’s
(2010) five domains of trust: competence, candor, consistency, concern, and connection.
The first section presents an overview of this changing world. It delves into how the
speed and complexity of this changing world requires trust in leadership in organizations.
The second section presents an overview of different organizational leadership theories.
This section explores organizational leadership theories lacking in building effective trust
with their followers as opposed to organizational leadership theories that are able to have
trust as a key ingredient. The third section offers an overview of the theoretical
foundation of numerous trust theories. This section studies trust as a core foundation in
the development of trust between a leader and his or her followers. The fourth section
presents the proposed trust theory for this study. This section delves into the five
domains of The Values Institute model (Wiseman, 2010). The fifth section presents the
variables in this study. It looks at trust-building behaviors and strategies for each domain
of Wiseman’s (2010) trust model. The sixth section explores K-12 educational
leadership and trust. This presents the principal’s role in creating trust with his or her
staff.
The review of the literature provided the conceptual framework for this mixedmethods case study. The goal of the study was to explore the following questions.
1. How do elementary principals establish trust with staff through the domain of
connection?
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2. How do elementary principals establish trust with staff through the domain of
concern?
3. How do elementary principals establish trust with staff through the domain of candor?
4. How do elementary principals establish trust with staff through the domain of
competence?
5. How do elementary principals establish trust with staff through the domain of
consistency?
6. How do elementary principals perceive the degree of importance for the five domains
of consistency, competence, candor, concern, and connections for building trust.
This Changing World
The world has undergone revolutionary transformation to meet the demands of its
growing economy. Through its evolving technological advances, this world is becoming
more competitive and global to meet the high demands of all societies combined (Carnoy,
Castells, Cohen, & Cardoso, 1993). This nation has evolved at a rapid pace in the areas
of science, technology, and globalization. With a new-found discovery of globalization,
there has been a significant sense of trade with people, goods, and services (Friedman &
Mandelbaum, 2011). However, with such exponential growth in globalization Friedman
and Mandelbaum (2011) believed that America’s future will be defined by this nation’s
ability to adapt to such major shifts.
Current American organizations have a deep sense of responsibility to collectively
move this nation into 21st-century paradigm shifts (Friedman & Mandelbaum, 2011). A
new breed of futuristic organizations is developing to meet the high demands of this
nation’s economic growth (White et al., 2016). Such organizations can be defined as
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global entities, evolving through time and space, linking in partnerships with
collaborators (Cascio, 2013; Johnson et al., 2009). Globalization is asking for a new type
of employee who is innovative and has a new set of high analytical and critical-thinking
skills (Friedman & Mandelbaum, 2011).
Evolving Workplace Changes and Declining Employee Engagement
Humanity has witnessed the changes of globalization and this nation’s ability to
simultaneously trade money, goods, and information across countries where boundaries
once existed. The opportunity to unite the world’s cultures via digital reach has bonded
such cultures to new levels of communications (Gardner, 2007). Such bonds have
created a new breed of organizations and workplace changes, along with a need for a new
height of employee engagement.
Workplace Changes
There has been a shift in economic change from a postindustrial, traditional
society to a new era where organizations require employees to have a broader set of skills
(Friedman & Mandelbaum, 2011; Shek, Chung, & Leung, 2015). This shift requires the
need for employees who can think and contribute ideas to the information technology
revolution (Doytch & Uctum, 2011; Friedman & Mandelbaum, 2011). As such, there is a
new need to develop such skill sets in employees and leadership who can transition
employees into this new era successfully. As such, a new form of leadership must
emerge to successfully navigate organizations through the evolving nature of the
workplace (Anderson & Ackerman Anderson, 2010; White et al., 2016).
Leadership in recent years requires leading and surviving in a world that has gone
through dramatic changes at all levels of society (White et al., 2016). Leaders within
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organizations are faced with the complexities of a new-found globalization that requires a
change in how they lead their employees (Anderson & Ackerman Anderson, 2010; White
et al., 2016). Such breakthrough results are contingent upon the leader’s ability to lead
his or her people through both organizational change and personal growth for the success
of the company (Anderson & Ackerman Anderson, 2010).
Declining Employee Engagement
Consumer trust in the global market has decreased over the last few years. A
study by Edelman Trust Barometer done in 2017 found that two thirds of consumers
surveyed had lost trust across all institutions (Harrington, 2017). Furthermore, the study
discovered a staggering lack of employee confidence in leadership. Of respondents
surveyed, 71% said government officials were not credible, and 63% said the same about
CEOs (Harrington, 2017). Lastly, 60% of the general population worried about losing
their jobs because of the impacts of globalization (Harrington, 2017). As this nation is
evolving in trade and relationships, there is a decline in employer satisfaction. The
connectedness that the workforce desires is not being met by leadership styles of the past.
Effective leaders have recognized that a top-down approach will not operate in this new
world.
A new model of leadership is needed where leaders are deeply listening to their
employees and are strategically acting on insights from their employees (S. M. R. Covey
& Link, 2012; Harrington, 2017). According to the Gallup’s 2017 state of the American
workplace study, “Only 33 percent of Americans working today are engaged.
Conversely, 16 percent are actively disengaged and miserable at work. 51 percent, simply
show up to work each day disengaged, delivering mediocre performance” (Seaver, 2018,
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para. 1). A low engagement rate creates a low job satisfaction and willingness for an
employee to contribute wholeheartedly to their organization (Crowley, 2011).
Competition and promotion in high-demanding jobs have created a greater sense
of employee stress in the workplace (White et al., 2016). This complacency resulted
from employees lacking a clear connection to the organization’s core values and their
leaders (Ashby, 2018; Sinek, 2009). It is becoming increasingly evident that leaders need
to lead in such a way that trust is created with their employees.
Trust as the Key Factor in a Global Economy
Trust is the basis for all relationships. Trust enables relationships to develop and
flourish. As such, trust is an important element that permeates through various
relationships that exist within the context of the organization. A leader makes his or her
presence felt through the relationships he or she establishes with his or her members
(S. M. R. Covey & Link, 2012, Horsager, 2009). As such, an organization can rise to the
era of this global economy with success and stamina.
The Need for Trust in Organizations
A key ingredient to move an organization forward is the trust that is established
by a leader and his or her employer (White et al., 2016). Past practices of trust will no
longer serve in organizations that desire to thrive in a highly interconnected world.
People have an innate desire to connect, communicate, and engage, and it is a leader’s
responsibility to move people in that direction (Friedman & Mandelbaum, 2011). Trust
is evidently more critical as organizations move forward into a more relational and
transparent globalization (S. M. R. Covey, 2006; White et al., 2016). As leaders navigate
in creating a company’s reputation, creating a greater sense of employer engagement, and
effectively executing all the facets of an organization, those dimensions are all greatly
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affected by trust (S. M. R. Covey & Link, 2012). The leader’s lack thereof to build trust
will create the opposite, distrust. Employers’ distrust in their leaders can impair the work
relationships and organizational effectiveness to meet the demands of this nation’s
increasing adversity (Tschannen-Moran, 2014; White et al., 2016).
Trust as Key Factor in a Global Economy
Developing and maintaining trust within an organization is key to the success of
the organization, whereas low trust is the greatest cost in organizations (S. M. R. Covey,
2006; S. M. R. Covey & Link, 2012). Leaders who exhibit positive characteristics to
their employees have a clear understanding of their task and goals to move the
organization forward. Trust is strengthened or weakened because of the interactions
between the trustor and trustee. Leaders who instill trust in their employees create lasting
commitment to the organization, which is critical now more than ever in this society (S.
M. R. Covey, 2006). When trust is established, it creates brand loyalty (S. M. R. Covey,
2006; S. M. R. Covey & Link, 2012). Trust breeds in employee’s innovation,
collaboration, and empowerment, which increases the success of organizations in this
global economy. However, when an employee is suspicious of a leader, it creates
ambiguity in a leader’s hidden agenda.
Distrust and Lack of Trust in Organizations
In today’s nation there appears to be a crisis of trust due to the evolving speed of
all workplaces (S. M. R. Covey & Link, 2012). As trust can be developed and
maintained, it can also quickly deteriorate (Martin, 1999). The lack of trust in an
organization can deeply affect the organization by becoming counterproductive to its
success in the era of technological revolution (S. M. R. Covey & Link, 2012; White et al.,
2016).
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Distrust
There has been an increase in a crisis of distrust in this society over the last
several years more than ever before (S. M. R. Covey & Link, 2012). According to Swift
(2016),
• 32% of Americans have trust in our society,
• Trust dropped among younger and older Americans,
• Trust decreased by 8% from the year below. (para. 1)
The findings suggest that the United States finds itself as a new lower-trust
society. Our crisis of trust has trickled down from this global society, to an economic
society, to organizational societies (S. M. R. Covey & Link, 2012). Furthermore,
Horsager (2009) stated that “fewer than two out of five employees today have trust or
confidence in their senior leaders” (p. 33). Negative organizational events are also likely
to be detrimental to the organization, which can rapidly destroy the trust that was created
within the organization (Kramer, 1999). When such negative events occur, there is a
decrease of trust in the leader who leads the organization. A leader’s inability to
positively lead his or her organization will disintegrate relationships between the leader
and their employees (Kramer, 1999; Martin, 1999). Such barriers of trust can
significantly impact the life and effectiveness of an organization (S. M. R. Covey & Link,
2012). Consequently, leaders must maintain a high level of awareness in maintaining
positive relationships with their members. As trust can flourish between a leader and an
employee, it can also diminish rather quickly (S. M. R. Covey & Link, 2012; Horsager,
2009). Distrust in an organization creates an environment of hostility where members
feel isolated and not supported. Such feelings only lead to unproductivity and decrease
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the success of an organization. When violation of trust occurs, it can impair an
organization’s effectiveness (Horsager, 2009).
Lack of Trust in Organizations
Employees are no longer in a closed system with management that gives direction
from a top-down approach. The top-down approach can no longer thrive in today’s
economy, as the demands for innovative and high-quality solutions are expected to meet
the problems of today’s economy (White et al., 2016). With distrust in an organization, it
can create an environment of hostility where members feel isolated and not supported.
Such feelings only lead to unproductivity, decreasing the success of an organization.
The Values Institute (TVI) conveys that trusting relationships fail because trust
was not earned or trust was violated. When violation of trust occurs, it can impair the
organization’s effectiveness (Tschannen-Moran & Hoy, 2001). Such violation of trust
can have a profound effect on employers’ well-being and the effectiveness of
organizations around the globe (S. M. R. Covey & Link, 2012; White et al., 2016).
Furthermore, S. M. R. Covey and Link (2012) in Smart Trust further claimed that the
crisis of trust extends outside the boundaries of organizations to this global society.
According to the Chicago Booth/Kellog School Financial Trust Index of May 2011,
“Only 20 percent of Americans have trust in our financial system” (S. M. R. Covey &
Link, 2012, p. 11). In this time of uncertainty, it is certain that a key component to gain
trust from employers and consumers rests in leaders who are ready to grow in their
abilities to lead effectively within their organizations.
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Leadership Theories
As organizations are advancing into the 21st century, numerous leadership
theories have developed over the continuum of time. However, the study of leadership
has rooted itself since the beginning of time. Leadership refers to the ability for a leader
to influence followers and motivate them to the greatest level of commitment for the
success of organizations they stand for (Bass, 1997). In the past, sought after leadership
styles consisted of those that focused on cost efficiency and quantity of output from
followers (Goff, 2003; Howell, Bowen, Dorfman, Kerr, & Podsakoff ,1990). In this
section, an overview of three traditional leadership theories is explored. Crowley (2011)
however claimed these traditional leadership styles as styles that have not evolved over
time with the new demands of the 21st-century global economy, creating dissatisfaction
and disengagement. Such dissatisfaction and disengagement could lower the level of
trust between a leader and his or her employees.
Leadership Trait Theory
The first leadership style is that of leadership trait theory. Leadership trait theory
identifies a set of personal traits in a leader that are distinctive in a leader’s ability to lead
in an effective manner (Goff, 2003). During the 19th and 20th centuries, leadership
theory asserted that such traits were inherited by wealthy people only (Kirkpatrick &
Locke, 1991). However, there is a disconnect with this kind of leadership as it relates to
the flexibility and evolution of an organization in meeting the needs of its employers.
Under a collaborative working model within an organization and among organizations
across the globe, the traits of a leader become relatively less significant (Kirkpatrick &
Locke, 1991). A leader does not become a leader simply because he or she inherits
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particular traits. Traits in isolation do not make a leader successful and require a linking
with actions that a leader must take to be successful within his or her organization to
acquire trust from his or her employees (Kirkpatrick & Locke, 1991). These traits could
develop through practice, training, and experience (Goff, 2003; Kirkpatrick & Locke,
1991). Furthermore, effective leaders require more than just having the right traits to
withstand the responsibilities and pressures of their organizations. A thriving
organization requires a leader who has these innate traits coupled with actions to master
such challenges of moving an organization forward (Goff, 2003).
Behavioral Leadership Theory
Another form of leadership from the industrial era is that of behavioral leadership
theory. This leadership style centers on the idea that leaders have distinctive styles that
emerge from their behaviors. According to Goff (2003), employee-centered and jobcentered behaviors are two primary elements leaders display. Behavioral leadership rose
above trait leadership in that a leader needed a combination of traits and skills in dealing
with his or her organization. Although such leadership can be centered on supporting its
employees, this form of leadership during the industrial era was meant to produce the
product and increase profits of an organization. In addition, such styles can also be
refined through study, practice, and experience, since these leaders are not born (Goff,
2003; Kouzes & Posner, 2007). Such job-centered behaviors were associated with close
supervision, rewards, coercion, and a bureaucratic structure to produce and increase profit
in the least amount of time (Goff, 2003). Howell et al. (1990) claimed that such theory
lacks research on identifying leadership behaviors to show a strong and consistent
relationship between a leader’s behavior and organizational effectiveness. Such
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leadership would not be effective during this new global economy because organizations
in this age are centered on employee satisfaction to produce for profit, rather than the
profit as the only goal. In addition, organizations center on a collaborative model
between employees, rather than a bureaucratic structure that prohibits trust to be created
between the leader and his or her employees.
Transactional Leadership
Lastly, another type of leadership theory that developed during the industrial era
was that of a transactional leader. Bass (1990) defined a transactional leader as one who
transacts effort for rewards and punishes when goals are not met. The relationship
between a leader and his or her follower is one of common goals and outcomes (Tung,
2017). At one time, this leadership style was important because it initiated and organized
followers to work in a way a task was completed. Transactional leaders accomplished
tasks by recognizing effective followers, increasing pay, and providing advancement for
high performance (Bass, 1990). However, followers could also be penalized for a lack of
high performance (Bass, 1990). Although this type of leadership is effective in
organizations, followers have a greater sense of need for authentic relationships between
them and their leaders. A top-down approach will not suffice in organizations where
employees have an innate desire to feel connected to their organization by following a
leader that has the skills to create meaningful relationships deviated from trust.
The Link Between Effective Leadership Styles and Trust in Organizations
Organizations desire individuals who care deeply about humanity and the success
of all, and who have a sense of moral responsibility to develop as leaders. Such leaders
work toward developing a culture of positivity and success by exhibiting character traits
to complete such tasks. As opposed to earlier industrial leadership styles that focused on
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simply issuing orders to their employees to complete tasks within their organizations for
profit gain in mass production, new forms of leadership style have emerged to meet the
needs of organizations with trust as the core foundation between these types of leaders
and their employees.
Transformational Leadership
Organizational leadership scholars have been entrenched with transformational
leadership theory (McCarthy, 1997; Northouse, 2016). According to Bass and Riggio
(2006), this interest can be due to the relevance of today’s needs of the workforce who
want to be empowered and inspired by having greater meaning in their organization (as
cited in Northouse, 2016). Followers in an organization are desiring a greater sense of
relationship from their leaders to develop a sense of greater pride in their product.
According to Bass (1990), a transformational leader incorporates vital factors: influence
or charisma, inspirational motivations, intellectual simulation, and individualized
consideration. Transformational leaders are influential based on their capacity to clearly
share the organization’s vision and mission (Northouse, 2016). As such, leaders motivate
followers to buy into the organizations through emotionally communicating to the heart
of every follower (Northouse, 2016; Yukl, 2006). A transformational leader whose
presence is felt within the organization will gain the trust of his or her followers. When a
leader and his or her followers develops trust through genuine relationships, the
organization will thrive.
Servant Leadership
Servant leadership derives from a new way of thinking. This leadership draws on
elements that are spiritual in nature, where servant leaders are concerned with the well-
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being of their followers, physically, mentally, and emotionally. They are a servant first,
which then inspires them to lead in a greater capacity. Servant leaders have an innate,
consistent, and genuine drive toward service as their top priority (Greenleaf, 1977).
Furthermore, Barnabas and Clifford (2012) added that servant leaders are unwavering in
their values and maintain a high ethical moral code. Greenleaf (1977) asserted that while
traditional leadership styles focus on exercising hierarchical power, servant leadership
differs in that servant leaders help their followers develop to the highest levels of
performance by placing their needs first. Organizations are searching for leaders who use
their power in an ethical and positive way. Liden, Wayne, and Sparrowe (2000) showed
that leaders with servant leadership skills are more effective within their organizations
where followers are more satisfied, committed, and better performing. Servant leaders
develop effective, confident, and strong skills by communicating the values of the
organization so that the values are embraced by all organizational members (De Waal &
Sivro, 2012).
Authentic Leadership
Authentic leadership has ushered a new way of thinking as to what organizations
see as a vital type of leadership necessary to the success of their organization. As
George, Sims, Mclean, and Mayer (2007) proposed, “Authentic leaders demonstrate a
passion for their purpose, practice their values consistently, and lead with their hearts as
well as their heads. . . . They know who they are” (p. 1). No single set of inherited style,
traits, or abilities defines servant leaders; however, they became who they are through life
experiences and taking valuable lessons from those life experiences to add value to their
leadership. Such lessons and transparency with lessons learned allow servant leaders to
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relate to their followers in a deeper manner creating meaningful and trusted relationships.
Avolio and Gardner (2005) suggested that a leader’s greatest opportunity to become an
effective leader lies in his or her ability to actualize his or her strengths in a way that
authentically reflects his or her style, traits, or abilities at the core of who he or she is.
Such actualization allows leaders to be raw and authentic, giving followers the ability to
also be authentic and to actualize their own strengths for the benefit of the organization
they are part of (Avolio & Gardner, 2005).
When a leader is authentic in his or her own self-awareness and self- regulation of
positive behaviors, he or she fosters the same reflection in his or her followers, resulting
in a supportive organizational climate and sustained performance (Avolio & Gardner,
2005; Wong & Laschinger, 2013). In addition, an authentic leader’s ability to be
transparent and vulnerable creates room for followers to give input needed to make
decisions, creating trusting and healthy environments (Avolio, Walumbwa, & Weber,
2009; Wong & Laschinger, 2013). If a servant leader can move the employees to elevate
their collective strengths, he or she will take the company to a new level of effectiveness
and profit via trusting relationships.
The Role of Leadership Exhibiting Trust in Organizational Settings
The success of any organization is built on the foundational capacity of an
effective leader. A key component of an effective organizational leader is his or her
ability to create a trusting relationship with his or her followers. Transformational,
servant, and authentic leadership styles all have trust at the core of their leadership and as
a foundational piece for trusting relationships. It is vital for leaders to be grounded in the
knowledge of leading with trust to create meaning in the context of their organization
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(Conley, 2013). Crowley (2011) described engagement as the energy that initiates human
desire in achieving a high work level for the benefit and success of the organization. As
such, employee innovation, creativity, high engagement, and collaboration will need to
be at the core of an organization’s commitment to survive in the 21st century (Friedman,
2016).
Leaders have the power to develop the culture of their organizations (Avolio &
Gardner, 2005; Mayer & Gavin, 2005; Wong & Laschinger, 2013). Such organizations
can only be successful through leadership in which its followers can trust. Trust can be
strengthened through the interactions that exist only through relationship building to lead
the organization to global success (Bryk & Schneider, 2002; Burke et al., 2007). When
followers are engaged and tuned in to the vision of the organization, organizational goals
can be reached to their maximized potential. Such leadership leaves an impression that
permeates through the organization (Avolio & Gardner, 2005; Bass, 1990; Mayer &
Gavin, 2005; Wong & Laschinger, 2013). Therefore, it is crucial to have trust in
leadership that can take an organization to a new depth of success by having members
who feel valued.
Trust is the basis of all relationships. Trust enables relationships to develop and
flourish. Such relationships derive from the leader’s ability to foster and develop such
trust within his or her organization. According to Burke et al. (2007), “Trust is
strengthened or weakened due to the experiences, interactions, and context within which
the relationship exists, trust is likely to develop differently in relation to team members,
team leaders, and toward the organization as a whole” (p. 610). Trust appears as an
important element that permeates through the various relationships that exist within the

34

context of the organization. A leader makes his or her presence felt through the
relationships he or she establishes with his or her members (Avolio et al., 2009).
High Group Performance and Organizational Effectiveness
Developing and maintaining trust within an organization is key to the success of
the organization by a leader’s ability to elevate job satisfaction with his or her employees
(S. M. R. Covey & Link, 2012; Horsager, 2009). Job satisfaction is an employee’s
effectiveness in a job based on a range of organizational elements (S. M. R. Covey, 2006;
Horsager, 2009). Leaders who exhibit positive characteristics to their employees and
create a healthy and genuine work environment have a clear understanding of their tasks
and goals to move the organization forward. Trust is strengthened or weakened because
of the interactions between the trustor and trustee and the leader’s ability to seek input
from his or her followers to make organizational decisions (White et al., 2016; Wong &
Laschinger, 2013). Leaders who instill trust in their employees, create lasting
commitment to the organization (Martin, 1999).
Trust between a leader and his or her followers creates collaboration and
reciprocation with employees. Once trust is established, employees are more open to
take risks that will increase productivity for the organization. They trust their leaders in
believing that their leader has their best interests in mind. Relational forms of leadership
were associated with job satisfaction of employees. Trust not only creates commitment
but inspires employees to their fullest potential (White et al., 2016). In summary, a
leader’s ability to build trust with his or her followers will create innovation,
collaboration, and empowerment, which increases organizational performance in this
global economy.
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Theoretical Foundations
The conceptualization of trust has been evolving over the last decades through a
variety of frameworks that define trust. Researchers have shown a great interest in
studying trust in leadership because the need for trust is not necessary for successful
organizations. Researchers have developed frameworks to define antecedents to trust,
conceptualization of trust, and outcomes of trust (Mayer et al., 1995; Mishra, 1996;
Tschannen-Moran & Hoy, 2001). Trust has been linked to a strong foundation for
organizations in developing communication, cooperation, and job satisfaction in
employees with a leader’s ability to be effective, decrease employer turnover, and
improve team dynamics (Burke et al., 2007; S. M. R. Covey, 2006; Horsager, 2009). The
following section identifies a variety of trust frameworks developed among trust
researchers and how they have evolved over time.
An Integrative Model of Organizational Trust
One of the first attempts to define trust originated from the works of Mayer et al.
(1995). Mayer et al. defined trust as “the willingness of a party to be vulnerable to the
actions of another party based on the expectation that the other will perform a particular
action important to the trustor, irrespective of the ability to monitor or confront that other
party” (p. 712). According Mayer et al.’s integrative model of organizational trust
framework, ability, benevolence, and integrity were vital to develop trust between the
leader and his or her followers. Ability is described as a set of skills, competencies, and
characteristics in a leader, affording employees to trust their employer based on the
competency to lead the organization effectively (Mayer et al., 1995). Secondly,
benevolence is defined in the leader’s ability to create trust with the employee when the
leader is believable in wanting good for the employee (Mayer et al., 1995). Lastly,
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integrity in a leader is established when the leader adheres to a set of principles that the
trust validates as truth (Mayer et al., 1995).
When trust is conceptualized by the trustee and trustor, it leads the trustee into a
new realm of vulnerability. When the trustee engages in trusting action, he or she is
taking a risk that leads to being vulnerable (Mayer et al., 1995). These collective risks
can lead to an organization’s new levels of innovation required in this world. Without
trust, an organization will lack the ability to sustain innovation (S. M. R. Covey, 2006;
Horsager, 2009). As employers collectively take risks to move their organizations
forward, personal and organizational goals are achieved at new depths.
The Five Waves of Trust Model and Four Cores of Credibility
Another trust framework is the work of S. M. R. Covey (2006) in The Speed of
Trust. Trust impacts every area of one’s life 24/7, 365 days a year (S. M. R. Covey,
2006). Trust is one of the most basic components of human connections. People want to
be trusted and want to trust others. It is one of the most powerful tools to instill a sense
of motivation and inspiration in individuals. Trust according to S. M. R. Covey translates
as confidence in an individual’s ability to extend or restore trust. S. M. R. Covey
developed what is known as the five waves of trust model, which shows how trust
functions in all aspects:
• Self-trust. Self-trust revolves around the confidence people have in themselves or in
their ability to achieve their goals. It also focuses on an individual’s ability to inspire
trust in others and ability for others to trust the individual. The key principle of selftrust is the first core of credibility, which is discussed later in this section.
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• Relational trust. Relational trust focuses on how to establish trust with others. The
underlying principle revolves around an individual’s ability to exhibit certain
consistent behaviors to create trust.
• Organizational trust. Organizational trust focuses on how leaders can create trust
within their organizations. S. M. R. Covey (2006) focused on a leader’s ability to be
consistent in promoting structures and systems to create organizational increase in
profit by establishing trust between the leader and employees.
• Market trust. Reputation is the foundational piece for market trust, in which a
company’s brand can create trust with their customers, investors, and others. A
market’s reputation can create loyalty with their customers, increasing profit.
• Societal trust. Lastly, societal trust is creating value for a society as a collective entity.
Such aspects of trust are codependent on each other in how they flow from selftrust to societal trust. For this study, a closer examination of self-trust with S. M. R.
Covey’s (2006) four cores of credibility is discussed to further explain a leader’s ability
to create organizational trust as whole. S. M. R. Covey’s first two cores of credibility
deal with an individual’s character, and the last two cores of credibility deal with an
individual’s competence.
• Core 1-integrity. Integrity is a person’s ability to be honest.
• Core 2-intent. Intent is when one has clear agendas and motives. Trust is established
when one’s motives are clear and morals are lived out. Furthermore, trust grows when
an individual cares about others and not just him or herself.
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• Core 3-capabilities. Abilities one has that inspire confidence, such as skills, talents,
and attitudes. One’s capability helps create trust when a person can establish, grow,
and restore trust.
• Core 4-results. Results refer to one’s overall consistent performance. When a person
accomplishes tasks given to him or her, it builds on his or her credibility. Both
capabilities and results create competence in an individual.
A high-trust environment is created when the four cores of credibility are aligned
in a leader, leading an organization. Such alignment in a leader elevates the level of trust
between him or her and his or her employees. According to S. M. R. Covey (2006), a
leader can ask the following four questions to see if the four cores of credibility are
aligned with the mission of the company:
1. Does my organization have integrity?
2. Does my organization have good intent?
3. What are the capabilities of my organization?
4. Does my organization get results? (p. 236)
If an organization lacks in any of the questions mentioned, S. M. R. Covey (2006)
believed it is a great start to create organizational trust. When trust is evident in an
organization, it creates value among people, inspires innovation, accelerates growth, and
increases collaboration and loyalty (S. M. R. Covey, 2006). According to S. M. R.
Covey, “The ability to establish growth, extend, and restore trust truly is the key
leadership competency of the new global economy” (p. 259).
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Eight Pillars of Trust
In The Trust Edge, Horsager (2009) stated that trust is the monetary exchange by
which business and life exist, as it creates an atmosphere of motivation, productivity, and
sacrifice for the collective benefit of the team. As the author researched many top
organizations and the leaders in them, he found that the top leaders had a competitive
edge over other leaders because they had created trust with their employees. Horsager
believed that the trust edge is “the competitive advantage gained when others confidently
believe in you” (p. 9). Furthermore, Horsager defined trust as “a confident belief in
someone or something. It is the confident belief in an entity: to do what is right, to
deliver what is promised, and to be the same every time, wherever the circumstances”
(p. 35). As a result from Horsager’s belief in the trust edge, he developed the eight pillars
of trust to show that trust is quantifiable and brings sustainable results to leaders in
effective organizations.
• Clarity. “People trust the clear and mistrust the ambiguous” (Horsager, 2009, book
sleeve). Without a leader’s plan, employees can become confused and ineffective. To
develop clarity, a leader must establish a vision and purpose, and have clear
expectations and communication and clear tasks. Although not the first search engine,
Google is said to have become successful because of its vision’s clarity, which is to
organize its world in a universally accessible and useful way (Horsager, 2009).
• Compassion. “People put faith in those who care beyond themselves” (Horsager,
2009, book sleeve). Horsager (2009) defined compassion in the four laws of
compassion: listen, appreciate, wake up, and serve others. The first lesson for a leader
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is learning to think beyond him or herself. Leaders will be trusted when they become
selfless and sacrificial leaders.
• Character. “People notice those who do what is right over [those who do] what is
easy” (Horsager, 2009, book sleeve). Character is defined by two core elements:
integrity and high morals. A leader displays integrity by being consistent in thoughts,
words, and actions. Furthermore, those leaders who have a strong moral compass will
gain the trust and admiration of those following.
• Competency. “People have confidence in those who stay fresh, relevant, and capable”
(Horsager, 2009, book sleeve). Leaders develop competency through their ability to
learn quickly through this world’s rapid changes, leading to trust with their employers.
A leader’s ability to adjust, adapt, and learn amid the chaos of this world elevates his
or her level of competency to manage such chaos in an effective manner.
• Commitment. “People believe in those who stand through adversity” (Horsager, 2009,
book sleeve). Leaders who are committed to their organization take responsibility for
their own actions. Trust in a leader is increased when that leader does not deflect
blame on others, but rather is persistent to adhering to the vision of the organization by
his or her commitment to see the organization through.
• Connection. “People want to follow, buy from, and be around friends” (Horsager,
2009, book sleeve). Leaders can develop trust with employees when they simply ask
the right questions to get to know them on a deeper level. When a leader finds
something in common with an employee, he or she establishes a relationship rooted in
connection and understanding. Authentic trust is developed through daily interactions
and conversations with others.
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• Contribution. “People immediately respond to results” (Horsager, 2009, book sleeve).
When a leader contributes to others, he or she shows that he or she is a giver and not
just a receiver, which creates trust with employees. Leaders can contribute attention to
others, resources, time, opportunities for others, and helping others in practical ways.
• Consistency. “People love to see the little things done consistently” (Horsager, 2009,
book sleeve). The previous seven pillars simultaneously exercised by a leader will
create consistency for employers to see over time. Leaders are trusted because of their
consistency in everything that they do. Consistency is the only way to build a leader’s
reputation by a leader’s ability to take every opportunity to create trust.
ABCD Trust Model
Another trust framework prevalent to this study is that of The Ken Blanchard
Companies’ ABCD trust model (Conley, 2013). This framework is comprised of four
basic elements: able, believable, connected, and dependable. Blanchard et al. believed
that these four key elements in conjunction are essential in building trust with the people
they lead (Conley, 2013). Such elements are believed to increase the level of trust and
repair a relationship where trust has been broken.
The first element is able, which is the ability to demonstrate competence as a
leader. A leader’s competence can be evident in the way he or she displays expertise in
his or her field by possessing the right skills, education, or credentials to establish
credibility with his or her followers in the organization (Conley, 2013). The second key
element is believable, in which a leader leads his or her followers with integrity. A leader
establishes trust when he or she leads by a set of clear values that are not only articulated
by the leader but also are lived out daily. Blanchard et al.’s top two values to be a
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believable leader are treating people fairly and equitably (Conley, 2013). A leader is
believable when he or she treats people fairly.
The third element is connected, in which leaders show care and concern for
people, leading to higher levels of trust to create an engaging working environment
(Bradberry & Greaves, 2009; Conley, 2013). Such levels of connectedness create
employee passion and an engaging work environment when the leader focuses on the
needs and concerns of his or her employees, which leads to trusted relationships
(Bradberry & Greaves, 2009; Conley, 2013; White et al., 2016).
The fourth element is dependability, which is a leader’s ability to follow through
on his or her commitments (Conley, 2013). Leaders who are consistent in their words
and actions create trust with their employees. A leader’s credibility lies in his or her
ability to be organized in a manner that yields effective leadership behaviors that are
consistent, which helps develop trusting relationships with followers (Conley, 2013;
White et al., 2016).
Proposed Trust Theory
Several key studies provided strong support for the conclusion that trust is key to
the success of any organization. A newer, emergent trust theory proposed to address the
increasing complexity of trust within organizations is Weisman’s (2016) pyramid of trust.
Weisman founded TVI, a nonprofit consulting firm, to study the dynamics of values and
how they play a vital part in creating and sustaining trusting relationships in
organizations. Weisman’s mission was to inspire organizations to use what they value
most to create meaningful relationships and organizational change. Every organization
has values, a core set of beliefs and goals, to lead the organization to make meaningful
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decisions for success in this new global economy (S. M. R. Covey, 2006; Weisman,
2016).
According to Weisman (2016), “Living a life of shared values—both as an
individual and as a brand—builds long term trust, loyalty, and relationships” (p. 55).
Trust is first created when leaders live out those values deemed important within an
organization in their own lives (Weisman, 2016). Values are what drive a leader, and
values are what create a foundation by which leaders effectively lead their employees
through high levels of trust. Employees will follow leaders who have clear values and
are attuned to the needs of their employees and the needs of the organization itself
(Kouzes & Posner, 2007; Weisman, 2016). Consequently, values in a leader will then
weave into the organization’s values. Furthermore, values are what will create and guide
the vision and purpose of the organization. The more the vision and purpose in an
organization is aligned with its employees and leader, the more inspiring the organization
will be (Cavanaugh, 2016; S. M. R. Covey, 2006; Weisman, 2016).
As consumers have participated in the Trust Pulse surveys over several years
through TVI, emerging trends evolved leading Weisman (2010) to establish the pyramid
of trust with key components to creating trust in an organization. Weisman defined trust
as follows:
An individual’s willingness, given their culture and communication behaviors in
relationships and transactions, to be appropriately vulnerable based on the belief
that another individual, group or organization is competent, open and honest,
concerned, reliable, and identified with their common values and goals. (p. 35)
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Weisman (2016) developed five domains that comprise the pyramid of trust: competence,
consistency, concern, candor, and connection. Weisman’s pyramid of trust and five
domains of TVI have been established as the trust framework for this case study. Such
factors are needed as a guiding principle to establish positive relationships within an
organization centered on trust (Weisman, 2010).
The Five Domains of the Pyramid of Trust
There is an influx of literature that contributes to the five domains of the pyramid
of trust: competence, consistency, concern, candor, and connection in isolation. This
study sought to understand how the five domains of trust work simultaneously to create
organizational meaning, specifically in the realm of education. The definition for each
domain was created with Brandman doctoral students who are part of a thematic
dissertation group on how to create trust in organizational settings using Weisman’s
(2010) five domains of trust. Each domain is further explored in this section.
Competence
The first domain of the pyramid of trust is competence. Competence is the ability
to perform a task or fulfill a role as expected (S. M. R. Covey, 2009; Farnsworth, 2015;
Handford & Leithwood, 2013; Tschannen-Moran, 2014). A leader’s ability to move his
or her organization forward is reliant on his or her ability to exhibit key character traits
that will assist in leading his or her employees by creating safe and trusting
environments, exhibiting high ethical standards, and communicating high organizational
expectations. These character traits will develop as leaders become competent in what is
needed in the current global economy to establish an effective organization.
Competent in creating a safe and trusting environment. When a leader is
competent in creating a safe and trusting environment, employees will choose to trust him
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or her because he or she can exhibit the skills necessary to move the organization forward
(S. M. R. Covey, 2006; Horsager, 2009). Leaders who are competent in creating trusting
environments demonstrate their ability to foster respect, fairness, kindness, love, and
civility (S. M. R. Covey, 2006). Such characteristics in leaders inspire confidence in
their employees because they nurture employees’ talents, attitudes, skills, knowledge, and
style. This leads to employees being vulnerable, therefore taking risks to move the
organization forward to greater global success. Such competency in creating a safe and
trusting environment establishes a leader’s ability to grow, extend, and restore trust with
his or her employees (S. M. R. Covey, 2006).
Competent in exhibiting high ethical standards. A leader with high ethical
standards conveys a commitment of fairness, which instills confidence in his or her
employees that this leader will be fair and just across to all individuals (Giles, 2016).
Rather than utilizing a top-down approach, fairness enables a leader to see his or her
organization as a collective whole. This allows the leader to show loyalty by giving
credit to his or her employees for high results and the success of the organization (S. M.
R. Covey, 2006). When the leader gives credit where credit is due, it affirms the value of
all people, which creates further trust in their leader’s ability to lead the organization.
In addition to fairness, a leader’s ability to show respect to all individuals will
also yield organizational dividends. Respect is shown when a leader’s character is not
altered whether or not employees are (S. M. R. Covey, 2006). If issues arise between a
leader and an employee, a leader with high ethical standards would go directly to that
employee and be up front about the situation at hand.
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Competent in communicating clear organizational expectations. Weisman
(2016) claimed that competency is measured by an organization’s ability to provide what
consumers need.
A leader who has clear expectations creates an environment where employees are
clear in their roles, invoking higher capacities for innovation, creativity, and ambition,
leading to greater levels of productivity (S. M. R. Covey, 2006; Giles, 2016). Leaders
who provide clear direction and distribute power throughout the organization encourage
the organization’s employees to be more productive and proactive, and show higher
levels of job satisfaction and commitment to their organization (S. M. R. Covey, 2006;
Giles, 2016; Horsager, 2009). Additionally, setting clear direction will influence trust in
leadership, because of the leader’s competence in his or her ability to lead the
organization (Burke et al., 2007). When greater organization effectiveness is achieved,
leaders can navigate the organization in the global economy in a competent manner.
Competent in a leader’s ability to grow a leader. A leader’s ability to maximize
his or her own potential and create organizational trust relies on his or her ability to
nurture and grow his or her own competencies as an effective leader in this world
(Horsager, 2009; Kouzes & Posner, 2007). White et al. (2016) stated, “Advancing your
education, your training, your experience, your coaching, and your mentoring will help
you develop the competence that invites others to place trust in you” (p. 14).
Furthermore, a leader’s ability to learn quickly through rapid chance enables him or her
to manage change effectively and to take risks to be innovative in today’s competitive
world. A leader’s adaptability will decrease his or her organization’s chance of becoming
stagnant and outdated but will enable it to thrive and be competitive with other
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organizations (S. M. R. Covey, 2006; Horsager, 2009). A leader’s competencies create
and nourish trust in his or her organization and in consumers alike.
Consistency
Another important action for a leader to create trust with his or her employees is
to be consistent with his or her words and actions. Consistency is the confidence that a
person’s pattern of behavior is reliable, dependable, and steadfast (Tschannen-Moran,
2014; Weisman, 2016). Leaders must ensure that they are leading in a manner that is
consistent for employees to witness daily. A leader’s decision making, what he or she
deems as valuable, and what he or she communicates is observed daily by his or her
employees, which helps them to determine if their leader is consistent with his or her
actions and words. When a leader is reliable, employees will trust that their leader will
follow through when he or she gives his or her word (White et al., 2016). Such trust
emerges from a leader’s ability to consistently lead with integrity.
A leader’s consistent words, actions, and decisions create trustworthiness with his
or her employers (Craig, 2018). When a leader’s words are continuously congruent with
his or her actions, he or she is judged by employees as having integrity (Mayer et al.,
1995; White et al., 2016). Consistency of character and performance in a leader, despite
the rapid change of the global economy, is what is deeply valued by employees in an
organization (S. M. R. Covey, 2006; Horsager, 2009; Mayer et al., 1995). Leaders who
are tuned in to what is best for the organization as a collective whole act accordingly
(Weisman, 2016). S. M. R. Covey (2006) stated that leaders “are not driven by extrinsic
forces, including the opinions of others or the expediency of the moment. The voice they
listen and respond to is the quiet voice of conscious” (p. 62). Leaders’ moral compasses
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do not get altered but operate with integrity. When leaders are consistent with their
words and actions over time, it elevates trust in an organization (White et al., 2016).
Leaders who communicate a clear message about the vision and purpose of their
organization in a consistent manner create trusting and sustainable relationships that can
survive through the rapid changes of the growing global economy.
Moreover, the vision and purpose of the organization should be consistently stated
by a leader who leads with integrity. It is vital that a leader’s actions are consistent with
the vision and purpose of the organization because that shows consistency in their
leadership. Consistency in a leader’s vision and purpose helps to ensure credibility and
reliability (S. M. R. Covey, 2006; Martin, 1999; White et al., 2016). When the leader of
an organization’s vision and purpose are consistent, consumers gain trust in that
organization. With such trust through consistency and integrity, organizations can
benefit from their effectiveness to be authentic in their vision and purpose.
Concern
Another component that establishes trust between a leader and his or her
employees is when that leader shows a sense of concern for the well-being of his or her
employees. Concern is defined as the value placed on the well-being of all members of
an organization, promoting their welfare at work, and empathizing with their needs
(S. M. R. Covey, 2006; Weisman, 2016). Furthermore, concern entails fostering a
collaborative and safe environment where leaders and members can show their
vulnerability, and support, motivate, and care for each other (Anderson & Ackerman
Anderson, 2010; S. M. R. Covey, 2006; Kouzes & Posner, 2007; Livnat, 2004; Weisman,
2016).
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To show concern for their employees, it is crucial for leaders to interact with them
to establish that they are valued and deemed more important than the daily business of
the organization. Such focus on employees creates value in new and meaningful ways
(Weisman, 2016). Consequently, employees who are cared for will feel safe in their
work environment. Employees can feel comfortable be themselves, displaying their
strengths, concerns, and vulnerability (Henley, 2018). Such vulnerability in employees
creates greater collective risks for taking an organization to new levels of innovation
needed in the world. Furthermore, safe and caring environments foster greater levels of
productivity elevating an organization to new levels of gain. Caring leaders create
trusting relationships enhancing a new level of employee loyalty. A leader can display a
caring attitude by listening with empathy.
Leaders show that they care when they listen actively. Leaders who are
committed to their employees show interest in people’s lives. Effective leaders ask
questions and really listen to their employees (S. M. R. Covey, 2006; Horsager, 2009).
This personal connection of active listening between a leader and his or her employees
creates engaging and trusting relationships because the employees feel appreciated
(Horsager, 2009). It is crucial for leaders not to only listen but also to empathize with
their employees to show them that their leader cares about their needs and achievements
(Bass, 1997). Listening is more than the message, it is the ability of the other person to
listen with intent and understanding (Horsager, 2009). A leader’s ability to actively
engage and show empathy places a greater emphasis on building and maintaining trusting
relationships. Furthermore, leaders who have the ability to foster active listening and
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empathy enhance greater levels of organizational effectiveness (S. M. R. Covey, 2006;
Gordon & Giley, 2012; Horsager, 2009).
Candor
Another key to creating trust between a leader and employees is the ability to
show candor. Candor involves communicating information in a precise manner and
being truthful even if a person does not want to provide such information (Gordon &
Giley, 2012; O’Toole & Bennis, 2009; Tschannen-Moran, 2014; Weisman, 2016). A
leader displays honesty when he or she tells the truth and leaves the right impression,
which creates higher levels of trust in an organization (S. M. R. Covey, 2006). When
followers hear a leader speaking the truth, they recognize the leader’s integrity, which
also creates greater levels of trust (White et al., 2016).
Another fundamental key for leaders to show honesty is to be transparent and
ensure that a free flow of information is presented to the right people (Building a
Workplace Culture, n.d.; Weisman, 2016). Transparency of information allows for a
leader to lead his or her employees to new levels of organizational competitiveness,
problem-solving skills, innovation, and productivity in a healthy manner (Building a
Workplace Culture, n.d.; S. M. R. Covey, 2006). A leader must always be honest about
the organization to foster an environment of trust and collectiveness. This requires a
leader to communicate what he or she believes, even when it is contrary to popular belief
(Horsager, 2009). Furthermore, leaders must also be willing to accept the truth about the
organization’s effectiveness from their employees to foster healthy and trusting
relationships with mutual respect.
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Connection
The last domain of the pyramid of trust is a leader’s ability to establish
connections with his or her employees. Connection is a shared link or bond where there
is a sense of emotional engagement and interrelatedness (Sloan & Oliver, 2013; Stovall &
Baker, 2010; White et al., 2016). When a leader shows that he or she is connected,
greater relationships are created in a more meaningful way between the followers and
their leader. Such connection validates the feelings of followers within the organization
(White et al., 2016). As social species, employees want to feel a sense of belonging. A
sense of connection between the employee and his or her leader impacts an employee’s
emotional well-being and productivity within the organization (Giles, 2016). When there
is a sense of connectedness in an organization, employees will produce higher levels of
creativity and innovation.
Weisman (2010) emphasized the significance of not isolating each domain but
aligning the domains on a continuum to create a sense of value. Weisman believed that
the foundation of the five domains pyramid of trust is competence and consistency. The
middle of the pyramid comprises concern and candor, which shifts the relationship from a
functional state to a more emotional state (Weisman, 2010). Finally, connection is at the
top of the pyramid, which is the supreme state of any relationship (Weisman, 2010).
Weisman’s pyramid of trust is demonstrated in Figure 1.
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Connection

Concern and Candor

Competence and Consistency

Figure 1. The pyramid of trust with the five C’s. From The Process of Measuring Trust, by M.
Weisman, 2010 (Santa Ana, CA: The Values Institute).

Weisman (2010) believed that when competence and consistency are developed in
a leader, a state of rational behavior is developed. When both are exercised
simultaneously, it elevates relationships to the state of concern and candor. At this level,
trusting emotions in relationships begin to form. All four dimensions, competence,
consistency, concern, and candor, are built up as trust factors eventually leading to
connection. When connection is reached, self-actualization has been established and
trusting relationships have been developed between a leader and his or her employees.
Relationships are built on the guiding principle of trust (Weisman, 2010). As
relationships are continually evolving within an organization, trust is created, and both
the trustee and the trustor can reap the benefits of a strong relationship.
Developing trust is a process that cannot be rushed or forced upon someone.
Weisman (2010) believed that trust is not a simple concept, and it puts many facets into
consideration with the trustee and trustor. Trust must be nurtured and conceptualized
over time. A trustor must see the antecedents of trust working simultaneously before he
or she can start the process of trusting his or her trustee (S. M. R. Covey, 2009; Horsager,
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2009; Weisman, 2016). For this reason, the trustor must be sensitive to such process so
he or she does not create distrust and disunity. When leaders are sensitive in the
relationship, such behaviors will impact the employee’s trust toward the leader (Burke et
al., 2007). It is vital for leaders to continue to endeavor to create trust, as it builds strong
relationships that enhance the effectiveness of the organization (S. M. R. Covey, 2006;
Horsager, 2009). Developing and maintaining trust within an organization is key to the
success of the organization. Leaders who exhibit positive characteristics to their
employees have a clear understanding of their task and goals to move the organization
forward (Horsager, 2009). Trust is strengthened or weakened, because of the interactions
between the trustor and trustee (Horsager, 2009; Weisman, 2016). Leaders who instill
trust with their employees create lasting commitment to the organization.
Public Education Reform in the 21st Century
The world of education is not exempt from society’s transformation. As trust
within an organization is vital, so is trust within the sphere of education. School reform
continues to be at the forefront of this nation, as students are expected to have 21stcentury skills necessary in a world that is a complex, globalized, and technology-driven
society (Kellogg, 2017). As society continues to evolve from a manufacturing economy
to a more complex world, schools are undergoing a transformation like never before in
U.S. history. As Darling-Hammond (1997) stated, “Never before has the success,
perhaps even the survival, of nations and people been so tightly tied to their ability to
learn. Consequently, our future depends now, as never before, on our ability to teach”
(para. 2). The magnitude of this nation’s educational future to improve achievement
needs to be mirrored with a fundamental change in school culture and best practices
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necessary to create a pathway where all students can be successful. A new
transformative era has emerged with a paradigm shift in leadership approach in
education, by which effective leaders can carry out such endeavors in school reform
(Darling-Hammond et al., 2007).
A major educational shift to assist with school reform is the reauthorization of
Every Student Succeeds Act (ESSA). In December 2015, then President Barack Obama
announced ESSA, which preserves the idea that all students should have equal
opportunities to be successful in their schools and gave autonomy to states in how to
measure student and school success (U.S. Department of Education, 2015). ESSA
replaced the No Child Left Behind Act as the United States prioritized “to increase
educational opportunity and improve outcomes for all students” (U.S. Department of
Education, 2015, p. 3). ESSA also gave way to the Common Core State Standards
(CCSS) that were adopted by most states in 2009. State officials recognized the value of
consistent, real-world learning goals and launched the effort for the CCSS to ensure that
all students, regardless of status, are graduating high school for college and career
readiness (National Governors Association Center, 2010). This paradigm shift will
ensure that this society will be well served with productive citizens who have the skills to
compete for jobs in this global economy and be successful in 21st-century professions
(Darling-Hammond et al., 2007).
The educational system requires leaders who understand the conceptual and
organizational dimensions of leading people in the context of education to ensure student
success for the 21st century technology-driven society. Friedman and Mandelbaum
(2011) recognized the intertwining forces of globalization and technology in this nation,
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and the direct impact they will have on all humanity. This is a new world where
collaboration, innovation, trade, and commerce will surpass the limits of prior human
connection and globalization (Friedman & Mandelbaum, 2011). With such a force of
power into this new world, Friedman and Mandelbaum (2011) believed that a new
generation of people will need to be empowered with the demands of this growing
network of people. As such, educational leaders are tasked with engaging teachers, staff,
and school communities in empowering students to develop and thrive in this growing
network of people (Ashby, 2018). Consequently, school principals are embarking on this
new journey to find innovative ways to transform education in America. Educational
leaders must have a deep understanding of such demands that will affect every student
preparing for jobs in the 21st century.
Principal as a Vital Component in K-12 Leadership
Principals are the CEOs of their schools. When selecting a principal, districts
seek individuals who can accomplish leading an organization while achieving student
success. With school reform at the forefront of this nation, principal leadership is of the
upmost importance in public school education (The Wallace Foundation, 2013). To have
effective schools, effective leaders must lead the way to create a positive school culture.
On the surface, a principal’s primary function, according to Beal City School District
(n.d.), is to “provide leadership and administration which will motivate instructional and
support personnel to strive for superior performance to provide the best possible
opportunities for student growth and development, both educationally and personally”
(para. 1). Coupled with instructional initiatives, effective school principals need to have
the ability to foster a positive school culture through meaningful relationships with
students, staff, and community stakeholders (Bryk & Schneider, 2002).
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As elementary school principals have the great responsibility to equip students for
the 21st-century global economy, it is vital to explore the role and responsibilities of an
elementary school principal to create a trusting and positive school culture.
Role and Responsibilities of an Elementary School Principal
For this study, an elementary school principal was defined as an instructional
leader and chief manager of a comprehensive school that provides academic instruction
to students, kindergarten through sixth grade (Fullan, 2014). On the surface, a principal’s
primary function, according to Beal City School District (n.d.), is to “provide leadership
and administration which will motivate instructional and support personnel to strive for
superior performance to provide the best possible opportunities for student growth and
development, both educationally and personally” (para. 1). In addition, the Beal City
School District (n.d.) delineated the following areas of responsibilities:
• Developing and administering the general school routine and coordinate all
activities within the school building.
• Participating in the selection of new teaching and classified personnel.
• Observing, counseling, and motivating professional staff toward performances
to attain educational goals.
• Continually evaluating existing programs and practices, curriculum content,
and pilot or experimental.
• Maintaining an educational philosophy and school climate which encourages a
cooperative and participating attitude on the part of all teachers and students.
(para. 1)

57

Moreover, a study was conducted by Dos and Savas (2015) to determine the roles
of elementary school administrators in the context of effective schools. The study sought
to understand the qualities and training of effective school leaders. According to Dos and
Savas, findings suggested that a school principal should have administrative skills to
manage the school and individuals by
administrative knowledge, diligence, challenging, making appropriate decisions
on time, fairness, leadership discipline, morality, having a vision, being a good
observer, working in harmony, being good-humored, knowledge of curriculum
and regulations, being intelligent, having communication skills, obeying the rules
themselves, empathy skills, knowledge of their team, and problem-solving skills.
(p. 6)
By exhibiting these administrative skills, an elementary school principal can
create an educational environment that can run smoothly. Through exhibiting
competence, an elementary school principal can achieve school goals and optimize
student learning by fostering an environment of effective learning-teaching and a positive
social environment (Dos & Savas, 2015; Fullan, 2014).
Role of a Principal as an Instructional Leader
The demands of school principals are vast and include numerous undertakings.
According to The Wallace Foundation (2013), “School leadership is second only to
teaching among school-related factors in its impact on student learning” (para. 1).
Principals have the privilege of shaping the conditions of the school’s climate and rigor
by guiding teachers into creating a high-quality teaching experience for all students (The
Wallace Foundation, 2013). High-quality principals, therefore are vital to the
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effectiveness of a school’s success in ushering students into the 21st century. The
Wallace Foundation’s work since 2000 suggests that an effective principal exhibits five
key responsibilities to create a team who will deliver effective instruction:
• Shaping a vision of academic success for all students, based on high standards.
• Creating a climate hospitable to education in order that safety, a cooperative
spirit and other foundations of fruitful interaction prevail.
• Cultivating leadership in others so that teachers and other adults assume their
parts in realizing the school vision.
• Improving instruction to enable teachers to teach at their best and students to
learn their utmost.
• Managing people, data and processes to foster school improvement. (para. 1)
In the realm of education, educational leadership theory has been evolving
simultaneously alongside other organizational theories to improve student achievement
and school climate (Hallinger, 2003). The most common form of leadership in education
is that of an instructional leader. The role of an instructional leader is to lead a strong and
directive curriculum and instruction to increase student achievement (Hallinger, 2003).
The sole purpose of an instructional leader is to increase student performance through
effective teaching and learning (U.S. Department of Education, 2015).
However, the needs of all school stakeholders have changed over time, and a
different style of educational leadership is deemed necessary (Chew, 2017; Hallinger,
2003). A new type of both transformational and instructional leadership style is
emerging to inspire all stakeholders and create a positive school culture (Aydin et al.,
2013; Gray & Lewis, 2013). The role of a school leader is multifaceted because his or
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her responsibilities are extensive. In addition to managing administrative responsibilities
and displaying leadership in effective instructional practices, an effective elementary
school leader can create meaningful and trusting relationships to create an atmosphere of
mutual respect with all stakeholders (S. R. Covey, Covey, Summers, & Hatch, 2014).
Such awareness derives from an elementary principal’s capability to lead as a
transformational leader, coupled with leading as an instructional leader (S. R. Covey et
al., 2014; Tschannen-Moran, 2014; Whitaker, 2012).
Role of a Principal as a Transformational Leader
An effective elementary school principal does not simply look to fulfill the job
requirements to improve student success but inspires students, staff, and community
stakeholders as a collective whole to new levels of positive morale (Bracy, 2010;
Tschannen-Moran, 2014). In addition, elementary school principals seek to inspire others
and lead staff members through a transformation to maximize their performance to a new
level and increase student success (S. R. Covey et al., 2014; Tschannen-Moran, 2014;
Whitaker, 2012). Through morale building, trusting relationships are developed because
staff members feel their leader’s commitment to the school through transparency and
integrity.
Emotional intelligence as a key component for an elementary school
principal. A key component to an effective leader as a transformational leader is his or
her level of emotional intelligence (EI). EI focuses on human behavior rather than the
intellect of an individual (Bradberry & Greaves, 2009). A leader with a high EI appears
to be a powerful tool for organizational change in the 21st century. Leaders with high EI
are powerful because they understand their social interactions with others, and leaders are
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aware of their own emotions and the emotions of others as well (Bryk & Schneider, 2002;
S. R. Covey et al., 2014; Tschannen-Moran, 2014; Whitaker, 2012). When school
principals have EI, they make decisions to achieve positive results through their
understanding of the staffs’ behavior and social complexities (Bradberry & Greaves,
2009).
Principals as transformational leaders. Elementary school principals as
transformational leaders who value staff members promote growth within everyone and
will guide their staff to move forward to attain growth within the school organization
(S. R. Covey et al., 2014; Tschannen-Moran, 2014; Whitaker, 2012). Furthermore, an
elementary school principal who does not seek his or her own gain but focuses on
growing his or her staff members to their fullest potential exponentially increases the
level of trust within the school environment. Administrators can be more effective when
they can understand emotions in themselves and others and use those emotions to make
better decisions for the benefit of all to increase trust with their stakeholders (Bradberry
& Greaves, 2009; Tschannen-Moran, 2014). As elementary school principals become
aware of their staff’s emotions, staff morale can grow. When staff morale grows,
students will receive the skills deemed necessary to be successful in this society. As a
result, students will benefit and thrive in a healthy school climate founded on mutual trust
and relationships.
The Need for Trust in K-12 Leadership
Elementary school principals inherit character traits that influence school culture
and bring forth organizational improvement and success through effective best practices
(Kellar & Slayton, 2016). School leaders have the immense responsibility of juggling a
multifaceted position in which decisions are made every day to assist the trajectory of the
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school’s success. As such, an effective school principal is one who understands his or
her own school culture and uses it to increase staff satisfaction and student success
through authentic relationships (Bryk & Schneider, 2002). Having a fundamental
understanding of school culture can assist in developing a common vision and provides
the why to the school vision. Through setting a tone of competence and character, a
principal can positively influence his or her school in a transformative manner (White et
al., 2016). When teachers see these positive qualities in their leader, it creates an
atmosphere of high academic achievement. Such atmosphere of high academic success
can only derive from a principal’s ability to create and nurture trust with his or her staff
members (S. R. Covey et al., 2014; Tschannen-Moran, 2014).
As trust within an organization is vital, so is trust within the sphere of education.
Principals as leaders have a demanding yet rewarding job to lead students to success. For
that matter, it is vital for principals to develop trust with their staff members. TschannenMoran and Hoy (2001) believed that when trust is created, the faculty trust their principal
to make others a priority and stay true to his or her word. Consequently, positive
relationships between the principal and staff will be established. In addition, when
teachers trust their principals, it creates an environment where they can become
vulnerable and try new things in the classroom to enhance student learning (Howe, 2016).
When an elementary school principal is cognizant of his or her staff member’s needs and
abilities, he or she fosters staff members to work in teams, resulting in greater creativity.
Innovation flourishes in the organization when cooperative teams and creativity are
combined with inspirational motivation as a collective whole. When the faculty act in a
collective and cohesive manner, they create a sense of unity and positive school culture.
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Such positive school culture creates a sense of togetherness that continues raising
academic success to new levels of achievement (Cox, 2009).
In conclusion, in order to create a positive school learning environment where all
students can exhibit Friedman and Mandelbaum’s (2011) 21st-century skills, it is vital for
school principals to create such conditions for learning. These conditions are established
through principal-teacher connection, as principals can indirectly impact student success
through their relationships with teachers. Teachers who trust their principals will
discover new ways to promote 21st-century learning to help prepare students for future
careers (Howe, 2016). Principals who build trust with teachers through trusting
relationships will create such an environment for student success (Bryk & Schneider,
2002).
Summary
The literature indicates that principals have the privilege of transforming a school
culture and elevating student success by establishing and maintaining trust with staff
members. Tschannen-Moran’s (2014) study aligned with the research when she stated,
Trustworthy school leaders must learn to create conditions in which trust can
flourish within their school. School leaders who earn the trust of their members
of their school community are in a better position to accomplish the complex task
of educating a diverse group of students in a changing world. (p. 13)
Evidence supports the continued need for trust in school environments. The
world is evolving, and this is a new world where collaboration, innovation, trade, and
commerce will surpass the limits of prior human connection and globalization (Friedman
& Mandelbaum, 2011). With such force of power in this new world, Friedman and
Mandelbaum (2011) believed that a new generation of people will need to be empowered
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with the demands of this growing network of people. Furthermore, educators must have
a deep understanding of such demands that will affect every student preparing for jobs in
the 21st century. According to Friedman and Mandelbaum, “These jobs involve critical
thinking and reasoning, abstract analytical skills, imagination, judgement, creativity, and
often math” (p. 82). Therefore, school leaders are embarking on this new journey to find
innovative ways to transform education in America.
To create a positive school environment where all students can exhibit Friedman
and Mandelbaum’s (2011) 21st-century skills, it is vital for school principals to create
such conditions for learning. These conditions are established through principal-teacher
connections because principals can indirectly impact student success through their
relationships with teachers. Teachers who trust their principals will discover new ways to
promote 21st-century learning to prepare students for future careers (Howe, 2016).
Principals who build trust with their teachers through trusting relationships can create
such an environment for student success (Bryk & Schneider, 2002).
School principals must act on the important task of creating a positive school
culture that promotes success for all students. However, principals are faced with many
challenges in creating such relationships with teachers and all stakeholders. An effective
school principal understands the culture of his or her school, while aligning to the goals
that the district sets (Bryk & Schneider, 2002). At the same time, they must lead such
work with passion, meaning, and enthusiasm to spark the same vigor in their teachers.
Such a culture is created when trust is set as the component for all relationships
(Weisman, 2016).
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The literature recognized research that supports how principals and teachers can
establish trusting relationships to create a positive school culture and prepare students for
the 21st century. However, it also acknowledged the importance of this study to address
how principals create trust with teachers through the five domains of trust.
A climate of trust will assist in creating many benefits for the welfare of all
stakeholders within a school’s environment (Tschannen-Moran & Hoy, 2001). It will
identify how the five domains for developing trust in the Weisman (2010) model can
support principals to develop a deeper trust with teachers. It will bring new knowledge to
school districts on how to better support their principals in creating trusting relationships
with teachers in an effort to promote student success. As such, principals will have the
skills to develop positive and trusting relationships that will strengthen the school
organization (Ogens, 2008).
The literature review provided information regarding the importance of trust
between elementary school principals and their staff members to foster greater student
success. Many theorists support that trust is the key to the effectiveness of any
organization, and for the purposes of this study, elementary schools. The literature
encompassed with trust is how it is developed and how trust is critical in all organizations
for sustainability and growth. However, Weisman’s (2010) five domains of trust still
require further study as there still appear to be challenges, barriers, and misconceptions as
to how Weisman’s five domains of trust can be applied to establish trust between
elementary school principals and their staff members.
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Synthesis Matrix
The synthesis matrix summarizes the review of the literature for this study (see
Appendix A). The matrix lists the references along with themes developing from those
references. The matrix shows the relationships between each of the sources.
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CHAPTER III: METHODOLOGY
Overview
Chapter III describes the research methodology used to complete this study. For
this study, an explanatory mixed-methods case study design was used. An explanatory
mixed-methods study examines how elementary school principals establish trust with
their staff using Weisman’s (2010) five domains of trust. This chapter begins with the
purpose statement and research questions studied, preceded by a detailed description of
the mixed-methods research design used to collect the data presented in a later chapter.
Furthermore, this chapter examines the rationale for using the population, sample,
instrumentation, and data collection including interviews, surveys, and systematic
procedures employed. Additionally, this chapter includes the limitations of the study and
concludes with a summary of the overall methodology presented in this chapter.
Purpose Statement
The purpose of this mixed-methods study was to identify and describe how
elementary principals establish trust with staff using the five domains of trust:
connection, concern, candor, competence, and consistency. In addition, the purpose of
this study was to determine the elementary principals’ perceived degree of importance for
the five domains of consistency, competence, candor, concern, and connection for
building trust.
Research Questions
1. How do elementary principals establish trust with staff through the domain of
connection?
2. How do elementary principals establish trust with staff through the domain of
concern?
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3. How do elementary principals establish trust with staff through the domain of candor?
4. How do elementary principals establish trust with staff through the domain of
competence?
5. How do elementary principals establish trust with staff through the domain of
consistency?
6. How do elementary principals perceive the degree of importance for the five domains
of consistency, competence, candor, concern, and connection for building trust?
Research Design
The research design used in this study identified and described how elementary
school principals establish trust with their staff using Weisman’s (2010) five domains of
trust. The use of explanatory mixed-methods case study design includes both qualitative
and quantitative methods to provide more comprehensive data. Tashakkori and Creswell
(2007) claimed that a combination of both qualitative and quantitative approaches brings
a greater depth to the understanding of both methods. Qualitative inquiry captures
opportunity for a greater depth in how principals establish trust with their staff using
Weisman’s (2010) five domains of trust through scripted interviews. Quantitative inquiry
collects survey data from the same principals about their perceptions of the degree of
importance for the five domains of consistency, competence, candor, and connection for
building trust. According to McMillan and Schumacher (2010), “Quantitative data seeks
to establish relationships and explain causes of changes in measured outcomes” (p. 12).
As Tashakkori and Creswell (2007) upheld, “One data set provides a supportive,
secondary role in a study based primarily on the other data type” (p. 67). For this mixedmethods study, quantitative data were gathered first using a survey followed by
qualitative data using scripted interviews. The researcher used the strengths of each of
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the research methods to gain greater depth (McMillan & Schumacher, 2010). Such depth
provided the researcher with a more comprehensive picture of the essence of what was
being studied (McMillan & Schumacher, 2010). Furthermore, McMillan and
Schumacher (2010) contended,
The nature of the data collected is not confined to one type of method, which
encourages the productions of a more complete set of research questions as well
as conclusions. It is also helpful to supplement a primarily quantitative or
qualitative study with some data from the other method. (p. 397)
The 15 researchers conducted this study across an interdisciplinary set of
organizations including K-12 schools, superintendents and board members, nonprofit
organizations, and military organizations. Ten of the researchers (six principals and four
superintendents) used the same methodology, an explanatory mixed-methods case study,
to expand on the quantitative data gathered. Within the K-12 schools, a group of six peer
researchers identified and described how principals across each segment in education
(elementary, middle school, and high school) established trust with their staff. Each of
the six researchers utilized the same interview and survey questions to be shared with the
principals.
Qualitative Research Design
For this study, qualitative research was conducted with 12 elementary school
principals through scripted face-to-face, open-ended interviews. The qualitative
researcher focused on the data to identify the essential elements collected. McMillan and
Schumacher (2010) stated, “Qualitative design emphasizes gathering data on naturally
occurring phenomena” (p. 23). By examining 12 elementary school principals’
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perspectives in a deeper manner, greater insight in understanding was attained (Creswell
& Plano Clark, 2011). The data were collected through scripted, open-ended interview
questions to better explain how elementary school principals perceive the degree of
importance for the five domains of consistency, competence, candor, concern, and
connection for building trust. Qualitative research focuses on themes that emerge from
participants’ responses. According to Patton (2015), “Researchers gather data that must
be analyzed through the use of informed judgment to identify major and minor themes
expressed by participants” (p. 9). In addition, Creswell (2005) described how themes are
coded to develop descriptions in the qualitative data. Completion of data analysis
assisted the researcher in constructing meaningful ways to present the data of the study at
hand.
Quantitative Research Design
In quantitative research, the researcher seeks to establish data that can have
numerical measured outcomes. This study used SurveyMonkey
(http://www.surveymonkey.com), an electronic survey with multiple questions, to
generate responses from 12 principals pertaining to how elementary principals establish
trust with teachers through the domains of connection, concern, candor, competence, and
consistency. Patten (2012) stated, “Quantitative researchers are able to work with large
samples because objective measures such as anonymous, objective questionnaires are
easy to administer in a short amount of time” (p. 19). Quantitative research allows the
researcher to better understand how elementary principals establish trust with their
teachers using the five domains of trust. As such, universal generalizations from the
surveys were established to make meaning for the researcher.
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Method Rationale
Initially, the 15 researchers conducted the study across an interdisciplinary set of
organizations including K-12 schools, superintendents and board members, nonprofit
organizations, and military organizations. Ten researchers (six principals and four
superintendents) used the same methodology, an explanatory mixed-methods study, to
expand on the quantitative data gathered. Within the K-12 schools, a group of six peer
researchers identified and described how principals across each segment in education
(elementary, middle school, and high school) established trust with their staff. Each of
the six researchers utilized the same interview and survey questions to be shared with the
principals.
The six peer researchers used quantitative survey with 12 principals, followed by
a qualitative scripted interview with the same 12 principals who were given the
quantitative survey. The researcher’s goal was to identify and describe how elementary
school principals established trust with their staff using the five domains of trust. This
quantitative and qualitative mixed-methods study was designed to address the gap in
research literature pertaining to how Weisman’s (2010) five domains of trust are used
collectively to create trust between a principal and his or her staff.
Population
According to McMillan and Schumacher (2010), “A population is a group of
elements or cases that conform to specific criteria and to which we intend to generalize
the results of the research” (p. 129). The population is a group who seeks to evaluate the
same characteristics that makes up this group (Creswell, 2003). In California, there are
528 elementary school districts, 76 high school districts, and 344 unified school districts.
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Furthermore, the California Department of Education (2018) stated that there are 5,868
elementary public schools in California, for a total of 5,868 elementary school principals
in California. A school principal has many roles and responsibilities. As a principal, he
or she has the complete responsibility of the school’s culture and students’ performance.
A school principal supervises all members of the school and manages the operations of
his or her school. In addition, elementary school principals are responsible for ensuring a
high-learning environment, a positive and safe school, and that the school’s day-to-day
management and operations run smooth (Teacher Certification Degrees, 2018)
Target Population
A target population for a study is a group of individuals selected with some
specific criteria to gather results for the purposes of the research (McMillan &
Schumacher, 2010). According to Creswell (2003), “The target population is the actual
list of sampling units from which a sample is selected” (p. 393). With 5,868 elementary
school principals in California, it is unrealistic to use such a large population due to
expenses, time, and the location of each elementary principal. As such, a target
population was identified to create a manageable population. The target population for
this study included elementary principals in San Bernardino County in Southern
California.
Sample Size
According to Creswell (2005), a sample is defined as “a subgroup of the target
population that the researcher plans to study for generalizing the target population” (p.
146). Purposeful and convenience sampling were chosen for this study for accessibility
of participants and time efficiency. According to McMillan and Schumacher (2010),
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In purposeful sampling the researcher selects particular elements from the
population that will be representative or informative about the topic of interest. A
decision is made about which subjects should be selected to provide the best
information to address the purpose of the research. (p.130)
Purposeful sampling in this mixed-methods study was chosen as the method of sample
selection based on certain criteria for elementary school principals. The sample
population for this study reflected the elementary school principals based on meeting five
of the seven following criteria:
• Principal was employed at a school within the San Bernardino and Riverside Counties
with a minimum of 30 staff members.
• Principal participant had a minimum of 3 years of experience at his or her current site.
• Principal had a minimum of 5 years in the profession.
• Principal had membership in professional associations in his or her field
• Principal showed evidence of leading a successful organization.
• Principal had articles, paper, or materials written, published, or presented at
conferences or association meetings.
• Principal was willing to be a participant and agreed to the informed consent form.
Convenience sampling was selected based on the participant’s accessibility
(McMillan & Schumacher, 2010). Creswell (2005) stated, “In convenience sampling the
researcher selects participants because they are willing and available to be studied”
(p. 149). Due to the mixed-methods qualitative and quantitative research nature of this
study, convenience sampling offered the researcher convenient accessibility and
proximity to the participants being studied. Patten (2012) stated that “the characteristics
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of the sample probably are the characteristics of the population . . . inferring from a
sample to a more generalized population” (p. 45).

POPULATION
K-12 Elementary
School Principals

•N= 5,868 K-12 Elementary School Principals in
California

TARGET POPULATION
12 K-12 Elementary
School Principals

•Target population selected for this study was
12 K-12 Elementary School Principals in
Southern California

SAMPLE

• Population principal is within the San Bernardino and Riverside
counties with a minimum of 30 staff members.
• Principal participant has a minimum of 3 years experience at
his or her current site.
• Principal has a willingness to be a particpant and agrees to the
informed consent form.

Figure 2. Population, target population, and sample.

For the purposes of this study, the sample consisted of 12 elementary school
principals of schools in San Bernardino County in Southern California. These 12
principals meet the previously stated criteria. The sample participants were selected from
two school districts in San Bernardino County in Southern California. Collins,
Onwuegbuzi, and Jiao (2007) established that the researcher would be allowed to “make
generalizations to other participants, populations, settings, locations, contexts, events,
incidents, activities, experiences, times, and or processes” if the following criteria are
met: “a) generate adequate data pertaining to the phenomenon of interest under study . . .
, b) help the researcher to obtain data saturation . . . or informational redundancy . . . , and
c) allow the researcher to make . . . analytical generalizations” (p. 270). Qualitative
samples have the capacity to range from one to 40 or more participants according to
qualitative sample size guidelines (McMillan & Schumacher, 2010). However, if the
researcher conducts 12 or more interviews, data saturation will be established when the
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phenomenon begins to repeat itself (Guest, Bunce, & Johnson, 2006). Thus, the sampling
design included two Southern California metropolitan counties, which offered greater
geographical diversity and made it more generalized and applicable to larger populations
(Collins et al., 2007).
The researcher used contact information publicly available to obtain e-mail and
phone numbers to initiate the sample selection process. First, the researcher sent an
initial e-mail to participants describing the purpose of the study and asking them if they
would be willing to participate. Then, the researcher contacted the 12 elementary school
principals via phone to discuss the first quantitative part, the online survey. The
researcher took the time to discuss the criteria specified to complete the online survey.
Furthermore, the researcher sent an e-mail with the same information delineated for the
survey and an online link to the survey. This e-mail can be found in Appendix B. Faceto-face interviews were scheduled with the same 12 participants based on their
availability and accessibility. Once the researcher conducted the interview with each
participant, she followed up with an e-mail. This e-mail included a gesture of gratitude
for the time taken to conduct the interview. This e-mail can be found in Appendix C.
Instrumentation
This study used a mixed-methods study instrumentation. The researcher used
both qualitative and quantitative data analysis. A custom quantitative survey design and
qualitative purposeful interviews were designed by the thematic team’s researchers in
partnership with faculty (see Appendices D and E). Scripted interview questions were
developed to accommodate all fields of inquiry from a pilot survey administered by this
researcher and five other peer researchers in the same principals’ thematic team. A
Google Docs tool was created in partnership with the thematic team’s researchers and
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faculty. This mixed-methods study provided rigor, breadth, depth, and credibility to the
study through the triangulation of data (Creswell, 2003).
Qualitative Instrumentation
The literature review, the synthesis matrix, and scripted interviews all provided
reliability to this study. Creswell (2014) asserted that “experiences may cause
researchers to lean toward certain themes, to actively look for evidence to support their
position, and to create favorable or unfavorable conclusions about the site or participants”
(p. 188). Patton (2015) recommended that researchers be more observant of participants’
characteristics to address any potential research bias. As such, the thematic peer
researchers and faculty were very reflective in creating semistructured, open-ended
questions. Semistructured interviews were intended to allow the researcher and
participants to have more of a conversation rather than an interview (Leech, 2002). In
addition, semistructured interviews allowed for the researcher to gain an insider
perspective by following up with prompts based on participants’ initial responses to the
interview questions (Leech, 2002). Qualitative and quantitative research instruments
were developed by a group of 15 trust thematic peer researchers consisting of four
separate research teams using different methodologies for data collection. The 15 trust
thematic peer researchers worked together with the guidance of faculty chairs to develop
a set of qualitative interview questions that aligned to The Values Institute’s (TVI)
framework for the five C’s (competence, consideration, concern, candor and connection).
Each of the four thematic teams developed scripted interview questions for an assigned
“C” from TVI’s framework. The questions were combined. Then the mixed-methods
team of six researchers conducted field tests to evaluate the effectiveness of the interview
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questions and prompts. The team of six met with the faculty expert to review field-test
feedback and adjusted the interview questions based on the feedback from the field-test
interviewee and expert observer. Then the interview protocol (Appendix F) was finalized
for the study.
The same mixed-methods team of six researchers then worked together with the
faculty expert to develop the set of survey prompts and survey instrument for the
quantitative data collection. All interviews were conducted with Brandman University
Institutional Review Board (BUIRB) approval. The interviews were recorded and were
initiated with an overview, the purpose, and explanation of the procedural safeguards.
All participants signed BUIRB’s informed consent form, and the researcher was granted
permission to have each participant recorded. All participants were asked the same
interview questions consistent with the thematic team’s questions. After each face-toface interview, the recorded interviews were then transcribed and coded for specific
themes and patterns as discussed in the data analysis section of this chapter.
Quantitative Instrumentation
Quantitative research instruments were developed by a group of six thematic peer
researchers using the same methodology for data collection. The team of six researchers
worked together with the guidance of the faculty chair to develop a set of quantitative
survey questions aligned to TVI’s framework of the five C’s (competence, consideration,
concern, candor and connection). Then the mixed-methods team of six researchers
conducted field tests to evaluate the effectiveness of the survey. The team of six met
with the faculty expert to review the field-test feedback and made adjustments based on
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the feedback from the field-test interviewee and expert observer. The survey protocol
was finalized for the quantitative data collection.
Quantitative surveys were also used with the same 12 elementary school
participants. The study involved administering a closed-ended survey via SurveyMonkey
to all participants. The questionnaire was created by the team of six thematic peer
researchers with the assistance of faculty members and derived through thoughtful
research surrounding the five domains of trust: competence, consistency, concern,
candor, and connection. The team collaborated through a lengthy process to design
survey questions based on the five domains of agreed-upon behaviors. Such discussions
were held with faculty and peer researches to develop the final questions for the survey.
Validity and Reliability
Creswell (2014) summarized validity as whether the instrument “items measure
the content they were intended to measure” (p. 160). Reaffirming the need for validity
and reliability, Creswell further explained reliability as it “refers to whether scores to
items on an instrument are consistent in test administrations and scoring” (p. 247). All
thematic teams collaborated to develop a criterion for reliability, and the literature review
guided the creation of the survey. The interview questions and the survey were
developed by the peer researchers and faculty. Overall alignment to the purpose of the
thematic study was the researcher’s focus of the selected questions and survey. As part
of the validation process, final protocols with the interview questions and survey were
reviewed with input and modification from experts.
Qualitative Field Testing
Field test for the interviews was conducted by a thematic team of six researchers.
Creswell (2005) explained pilot testing as a vital in making any necessary changes to an
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instrument through the feedback of individuals. Individual participants who participated
in the field test provided the researcher with rich feedback on the instrument itself. Each
peer researcher found a person similar to participants he or she would use in his or her
study to test the interview questions with. An expert accompanied the researcher to
observe the pilot-test interview and provided feedback regarding body language and tone.
Furthermore, a specific set of questions was created and administered to participants to
evaluate and assess their observations about the interview. All evaluations were sent to
faculty members for further review. Once faculty members reviewed and modified
questions based on the participants’ feedback, the modified questions were redistributed
to peer researchers for review and approval. The final interview questions were used to
conduct interviews with all 12 elementary school principals.
Quantitative Field Testing
The six thematic team researchers completed a field testing of the survey for
quantitative aspects of the study. Creswell (2005) asserted that a study’s success is due to
a well-conducted field where rich information is provided. Each peer researcher selected
one school principal to complete the field-test survey. Six principals (two high school,
two middle school, and two elementary school) were part of this process. Participating
individuals were given the same brief introduction, instructions, questions, and
demographic section of the survey. Confidentiality was maintained, and the researcher
received responses via the SurveyMonkey software application. In addition, selected
participants were given a questionnaire to evaluate the quality of the survey. This
information was shared with faculty and modifications were made to the instrument. The
survey was checked for validity, reliability, and clarity by faculty before redistribution to
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participants in this study. Based on their feedback, not changes were made. The final
survey was used to conduct the study by all peer researchers with 36 school principals.
Reliability
The success of a study is based on receiving reliable measures of outcomes. Testretest reliability asserts the degree to which test results are consistent over a period of
time. Creswell (2005) stated, “Reliability means that scores from an instrument are
stable and consistent” (p. 162). Validity of the study is dependent on the reliability of the
scores. Patton (2015) stated, “Qualitative inquiry, because the human being is the
instrument of data collection, requires that the investigator carefully reflect on, deal with,
and report potential sources of bias and error” (p. 58). The researcher used the same
interview protocol and questions for all 12 interviews to help establish reliability.
Reliability has the power to bring forth consistency in data collection, data analysis, and
results for the success of the study (Creswell, 2003; Patton, 2015).
Data Collection
Creswell (2005) stated, “Researchers collect data in a mixed methods study to
address the research questions and hypotheses” (p. 110). The data collection process was
designed in a manner where all the elements were included to create good data collection.
Such elements included geographic location, participants, how permission was to be
obtained, and what data to collect and the method by which it would be collected
(Creswell, 2005). The researcher in this study adhered to all university guidelines to
maintain participants’ confidentiality. Data were not collected until after permission
from BUIRB (see Appendix G) and after completion of the National Institutes of
Health’s (NIH) web-based training course protecting all participants’ privacy through the
length of this study (see Appendix H). An application for Institutional Review Board
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(IRB) approval of research protocol to the BUIRB was submitted and approved (see
Appendix I). IRB is responsible for approving human subjects’ research and “ensur[ing]
that appropriate ethical and legal guidance [is] followed” (McMillan & Schumacher,
2010, p. 125). NIH’s web-training course, Protecting Human Research Participants, was
completed by the researcher in May 2017.
The purpose of the study, participants, research methods, and data collection
procedures were outlined in the application. The application delineated any possible
risks to the participants and how the risks would be addressed (Creswell, 2005). Upon
approval of IRB, the researcher contacted potential participants to solicit their
participation in the study. The researcher collected the informed consent documentation
forms and stored them in a locked file for the duration of the study. Demographic
information is recorded in Chapter IV, Results of the Study.
Qualitative Data Collection
Qualitative data were collected through a set of interview questions designed by
the thematic team of researchers and Brandman faculty. Participants who agreed to be
part of the study were then sent an invitation letter (see Appendix B) and were contacted
to explain the research study at hand. Interviews were conducted in a face-to face setting.
A series of scripted, open-ended questions were asked by the researcher. Prior to each
interview, the participant received, read, and signed the informed consent form (see
Appendix C: Consent Form). In addition, the research participant’s bill of rights was
read, discussed, and provided to each participant (see Appendix I).
The qualitative data entailed audio-recorded, transcribed, anecdotal interviews
from scripted interview questions with 12 elementary school principals based on the
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questions designed by the thematic team and faculty (see Appendix E). For this study,
scripted questions were open-ended and follow-up probing questions were given to
gather rich data vital for this study. Such semistructured interviews provided stability
and consistency across for all participants. Interviews were recorded using digital
devices, and the researcher also took notes during the duration of all interviews.
Statements were transcribed and coded to identify emergent themes. Interviews were
transcribed using the following steps: (a) interviews were transcribed, (b) interviews were
coded, (c) themes were identified, and (d) thematic descriptors were identified for
researcher interpretations.
Quantitative Data Collection
Quantitative data were collected through a survey instrument designed by peer
researchers and faculty team and administered to 12 school principals. Participants who
responded to the e-mail were sent an invitation letter (see Appendix B). The survey was
distributed via e-mail through the computer-generated software program SurveyMonkey.
All survey data were collected, and the data were secured with a password-protected
account. Participants read and acknowledged the purpose of the study and conditions
prior to taking the online survey.
Data Analysis
Creswell and Plano Clark (2011) stated, “Data analysis in mixed methods
research consists of analyzing the quantitative data using quantitative methods and the
qualitative data using qualitative methods” (p. 128). To further support these authors
Onwuegbuzie and Combs (2010) stated, “Mixed analysis involves the use of both
quantitative and qualitative analytical techniques within the same framework, which is
guided either a priori, posteriori, or iteratively (representing analytical decisions that
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occur both prior to the study and during the study)” (p. 425). A mixed-methods model
was adopted yielding data from both qualitative and quantitative sources to apply
triangulation. Triangulation will only strengthen the study through the combination of
methods (Patton, 2015). In this case, the researcher will analyze information using a
qualitative method or interview and qualitative method or survey. This section offers
insight in how the researcher analyzed both qualitative and quantitative data captured
through participant interviews and surveys conducted for this study.
Qualitative Analysis
Qualitative data were essential to this study to discover patterns and themes across
all participants. Such themes allow the researchers to understand and interpret various
relationships from emerging categories (McMillan & Schumacher, 2010). To analyze the
qualitative data, the researcher organized the data by coding. Coding allows researchers
to identify, name, and categorize data into themes and patterns that are aligned to answer
the research questions for the study (Corbin & Strauss, 2008). In a sense, it allows the
data to tell a whole story through the themes it provides. Qualitative data were gathered
from face-to-face interviews with participants. Interviews were audio recorded to code
the data following each interview. The data were organized and transcribed by the
researcher. These transcriptions were shared with participants to receive their feedback
and ensure that their interview was accurately transcribed. As the researcher collected
data, more codes were added through the natural process of adding additional data.
Patton (2015) stated, “When researchers define a set of tentative codes, they use these
codes to compare, sort, and synthesize large amounts of data” (p. 110). Tables and charts
were developed to assist in the analysis of emerging themes.
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Intercoder Reliability
The qualitative portion of this study also consisted of intercoder reliability to
further develop reliable results. According to Lombard, Snyder-Duch, and Campanella
Bracken (2010), “It is widely acknowledged that intercoder reliability is a critical
component of content analysis and when not established, the data and interpretations of
the data can never be considered valid” (p. 589). Furthermore, Neuendorf (2002)
explained how particular characteristics of messages are identified and recorded through
content analysis. In addition to a pilot testing of the interview questions, a research
expert was used to review a sample of the transcribed interview data to add interrater
reliability to the study. This expert had earned a doctorate and had experience with
qualitative research by conducting analysis of interview transcripts using the NVivo
software. Such strategy ensured that the interviews appeared reliable and no
microrotations were made (Creswell, 2005). The researcher and the research expert met
to compare their independent analyses from samples of the data and adjusted to increase
the reliability of the analysis. To increase research reliability and quantify reliability goal
at 80% or greater, a peer researcher analyzed 10% of the coding from this study and the
description of the study’s themes to establish an 80% or greater reliability (Patton, 2015).
Chapter IV presents the final themes that emerged from the data analysis in greater depth.
Quantitative Data Analysis
The quantitative data were requested from six participants online via
SurveyMonkey. Descriptive statistics were selected to summarize, identify, and describe
essential characteristics of the data. McMillan and Schumacher (2010) stated, “The use
of descriptive statistics is the most fundamental way to summarize data, and it is
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indispensable in interpreting the results of quantitative research” (p. 149). In essence,
descriptive statistics will assist the researcher in concluding simple summaries to answer
“how elementary principals perceive the degree of importance for the five domains of
consistency, competence, candor, concern, and connections for building trust” (McMillan
& Schumacher, 2010, p. 149).
Online surveys via Google Docs provided the researcher immediate and
continuous review. A fundamental way to present data and interpret results in a
quantitative research study is through simple graphic analysis and descriptive statistics
(McMillan & Schumacher, 2010). In this study, participants were provided with the
questions on the survey, and their responses were then displayed in the form of tables to
categorize responses in a manageable manner. Furthermore, open-ended comments were
clustered by question to summarize their responses. Once the qualitative analysis was
conducted, the researcher then compared both sets of data outcomes to make inferences
about what overall themes emerged.
Limitations
Every study is faced with limitations. Limitations are a set of conditions that a
researcher cannot control and can possibly limit to generalize the end results of a study’s
findings (Roberts, 2010). Furthermore, it is vital for the researcher to be vulnerable and
transparent about the limitations to allow others the ability to consider such limitations
and their effect on the study (Roberts, 2010). There were three limitations in this study:
time and distance, researcher as instrument of the study, and the sample size. The
remainder of the subsections explore the limitations in detail.
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Time and Distance
Time was a limiting factor in this study, especially when collecting qualitative
data. Due to the time constraints of the hour-long interviews, participants may have left
out relevant and in-depth information. School principals are busy with their day-to-day
responsibilities at their school sites. Significant gaps driving the study may have
developed because the participants interviewed may not have expanded significantly on
their responses. In addition, impartiality was no guarantee of distance (Patton, 2015).
Since this study took place in Southern California, Northern California limits the vastness
of statewide response pertinent to this study. Lastly, the study was limited to
generalizing findings to elementary schools in the sample population.
Researcher as an Instrument of the Study
In a qualitative study, limitations circled around the researcher as the instrument.
According to Pezella, Pettigrew, and Miller (2012), “The phrase researcher-as-instrument
refers to the researchers as an active respondent in the research process” (p. 167).
Precautions were taken to reduce researcher bias through subjectivity, including personal
assumptions. As such, it is vital for the researcher to be true to a variety of perspectives
as they emerge (Patton, 2015). As an elementary school principal, it was important for
the researcher to be transparent about the perspective she brought to the study.
Sample Size
The sample size was also a limitation of this study. Twelve elementary school
principals provided information to answer the research questions for this study. The
sample size was appropriate for the mixed-methods design, but it limited the ability to
generalize findings because of the nature of the small sample size.
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Summary
Chapter III discussed the methodological elements of this mixed-methods study.
A review of the purpose statement and research questions was provided to show
alignment of the study and its methodology by examining data collection and analysis.
The research design, population, sample, and instrumentation were discussed and validity
and reliability were also covered. Data collection and analysis procedures for the
interviews and surveys were explained in detail. Finally, the limitations of this study
were presented. Through the combined efforts of the peer researchers in this study, the
outcomes and findings of how principals create trust with the staff using Weisman’s
(2010) five domains of trust may produce information that can be reproduced in future
studies. These outcomes and findings are discussed in Chapter IV.
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CHAPTER IV: RESEARCH, DATA COLLECTION, AND FINDINGS
Overview
This mixed-methods case study identified and described how elementary school
principals establish trust with their staff using Weisman’s (2010) five domains of trust.
This chapter describes the qualitative results obtained through face-to-face interviews
with elementary school principals and quantitative results collected through an electronic
survey with the same elementary school principals. This chapter begins with a review of
the purpose statement and research questions. The chapter also summarizes the
population and sample used for this mixed-methods study. The data collected from the
qualitative interviews address all six research questions and are presented in a narrative
format, including direct quotes from elementary school principals. The data collected
from the quantitative surveys address the same six research questions and are presented
in narrative form and in tables and figures. Chapter IV concludes with a presentation of
key findings from the study.
Purpose Statement
The purpose of this mixed-methods study was to identify and describe how
elementary principals establish trust with staff using the five domains of trust:
connection, concern, candor, competence, and consistency. In addition, the purpose of
this study was to determine the elementary principals’ perceived degree of importance for
the five domains of consistency, competence, candor, concern, and connection for
building trust.
Research Questions
1. How do elementary principals establish trust with staff through the domain of
connection?
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2. How do elementary principals establish trust with staff through the domain of
concern?
3. How do elementary principals establish trust with staff through the domain of candor?
4. How do elementary principals establish trust with staff through the domain of
competence?
5. How do elementary principals establish trust with staff through the domain of
consistency?
6. How do elementary principals perceive the degree of importance for the five domains
of consistency, competence, candor, concern, and connection for building trust?
Research Methods and Data Collection Procedures
The research design used in this study identified and described how elementary
school principals establish trust with their staff using Weisman’s (2010) five domains of
trust. Mixed-methods research was applied to this investigation to provide more
comprehensive data. Tashakkori and Creswell (2007) claimed that a combination of both
qualitative and quantitative approaches adds greater depth to the investigation. The
researcher conducted in-depth interviews with 12 elementary school principals who are
considered exemplary in creating trust with their staff. All interviews were conducted
face-to-face and recorded with principals’ permission to capture the audio interview in its
entirety. In addition, the same 12 elementary principals were asked to provide feedback
through an online survey via SurveyMonkey, further obtaining a deeper understanding of
how elementary principals perceive the degree of importance for Weisman’s (2010) five
domains of trust. The researcher stored all qualitative and quantitative data in a secure
place. The researcher used the strengths of each of the research methods to gain greater
depth (McMillan & Schumacher, 2010). Such depth provided the researcher with a more
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comprehensive picture of the essence of what was being studied (McMillan &
Schumacher, 2010).
The 15 researchers conducted this study across an interdisciplinary set of
organizations including K-12 schools, superintendents and board members, nonprofit
organizations, and military organizations. Ten of the researchers (six principals and four
superintendents) used the same methodology, a mixed-methods study, to expand on the
quantitative data gathered. Within the K-12 schools, a group of six peer researchers
identified and described how principals across each segment in education (elementary,
middle school, and high school) established trust with their staff. Each of the six
researchers utilized the same interview and survey questions to be shared with the
principals.
In order to reduce errors and produce reliable data results, intercoder reliability
procedures were applied to this study. These methods ensured that there was agreement
between the researcher and peer researcher and addressed the potential bias that exists in
qualitative research (McMillan & Schumacher, 2010). In this study, both the peer
researcher and the researcher established the same conclusions and consistencies with the
data.
Population
In California, there are 528 elementary school districts, 76 high school districts,
and 344 unified school districts. Data from the California Department of Education
(2018) indicate that there are 5,868 elementary schools in California, and each of those
elementary schools has a principal. The target population for this study was defined as a
group with similar traits setting them apart from other groups to aid the researcher in
drawing conclusions (Creswell, 2003). A manageable target population was identified to
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assist the researcher in saving expenses and time. The target population for this study
included elementary principals of schools in San Bernardino County in Southern
California.
Sample
From the target population, he study’s qualitative and quantitative sample was
produced through purposeful and convenience sampling. Purposeful sampling in this
mixed-methods study was chosen as the method of sample selection based on certain
criteria for elementary school principals. The sample population for this study reflected
the elementary school principals based on meeting five of the seven following criteria:
• Principal was employed at a school within the San Bernardino and Riverside Counties
with a minimum of 30 staff members.
• Principal participant had a minimum of 3 years of experience at his or her current site.
• Principal had a minimum of 5 years in the profession.
• Principal had membership in professional associations in his or her field
• Principal showed evidence of leading a successful organization.
• Principal had articles, paper, or materials written, published, or presented at
conferences or association meetings.
• Principal was willing to be a participant and agreed to the informed consent form.
Convenience sampling was selected based on the participant’s accessibility
(McMillan & Schumacher, 2010). Convenience sampling provided the researcher with
convenient accessibility and proximity to the participants being studied, which favored
the mixed-methods qualitative and quantitative research nature of this study.
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Figure 2. Population, target population, and sample.

The sample consisted of 12 elementary school principals of schools within San
Bernardino County in Southern California. All 12 principals in this study met the criteria
previously mentioned. The sample participants were selected from Chino Valley Unified
School District and Ontario-Montclair School District, both located in San Bernardino
County in Southern California.
To begin the sample selection process, the researcher used publicly available
contact information to obtain e-mails and telephone numbers. First, the researcher emailed all participants describing the purpose of the study and requesting their
participation. Then, the researcher contacted the 12 elementary school principals via
telephone to discuss the online survey and criteria specified to complete the survey. This
e-mail can be found in Appendix B. Another e-mail was sent with the same explanation
as discussed over the telephone to complete the survey, along with an online link to the
survey. Face-to-face interviews were scheduled with the same 12 participants based on
their availability. Once the study’s process was completed, the researcher followed up
with one last e-mail to all participants thanking them for taking their time to be
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interviewed and to participate in the online survey. This e-mail can be found in
Appendix C.
Demographic Data
Twelve elementary school principals were selected to participate in this study.
All principals considered for this study were selected because they met the criteria
outlined by the researcher’s thematic team. Six elementary school principals were from
Ontario-Montclair School District and six were from Chino Valley Unified School
District. Four of the participants were female and eight were male. All 12 participants
were part of two school districts in San Bernardino County in Southern California.
Figure 3 shows the demographics for each participant.

Demographics for 12 elementary school principals
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Figure 3. Demographics for elementary school principals.
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Presentation and Analysis of the Data
Qualitative and quantitative research methods were utilized to answer the study’s
six research questions. The following section contains a presentation and analysis of the
data obtained qualitatively through face-to-face interviews with 12 participants and
quantitatively using an online survey given to the same 12 participants. The findings
from the interviews and surveys are reported below in relation to how they answered each
of the research questions.
The 12 recorded interviews were transcribed through a digital transcription
service, reviewed for accuracy, then uploaded into NVivo, a qualitative software coding
application. The use of NVivo provided the researcher with the ability to analyze a large
amount of data to recognize emergent themes (McMillan & Schumacher, 2010). When
the coding process was completed, the researcher then analyzed the strength of each
theme from the frequency of the codes tallied in NVivo.
Data Analysis for Research Question 1
The first research question asked, “How do elementary principals establish trust
with staff through the domain of connection?” Connection is a shared link or bond where
there is a sense of emotional engagement and interrelatedness (Sloan & Oliver, 2013;
Stovall & Baker, 2010; White et al., 2016). When a leader shows that he or she is
connected, greater relationships are created in a more meaningful way between the
follower and leader. Such connection validates the feelings of followers within the
organization (White et al., 2016). The qualitative discoveries of this study follow:
The following section presents the common themes emerging from the compiled
data of the 12 participants’ interview responses for Research Question 1. The
overarching theme emerging from the interviews concluded that the individual domain of
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connection, when observed independently, had strengths that helped an elementary
school principal create trust with his or her staff. Figure 4 and Table 1 represent the
themes and frequencies that emerged from an NVivo analysis of the interview transcripts.

Themes and Frequencies
Creating a Team Oriented Culture
Listening to Staff Members
Being Consistent
Getting to Know Staff Members
Showing that They Care
Sharing Their Own Journey
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Figure 4. Themes and frequencies for Research Question 1.

Table 1
Themes and Patterns From the Analysis of Interview Transcripts Regarding Research Question
1: Domain of Connection

Theme/pattern
Creating a team-oriented culture
Listening to staff members
Being consistent
Getting to know staff members
Showing that they care
Sharing their own journey

Number of
respondents

% based on N

Frequency of
reference

9
9
8
8
6
5

75%
75%
67%
67%
50%
42%

21
17
19
15
14
8

Note. The N for interview participants = 12.
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The domain of connection for Research Question 1 yielded six themes. All six
themes were identified by more than 40% of the respondents and two additional themes
were mentioned with minimal respondents. Table 1 outlines the common themes as they
relate to the study’s first research question; it also displays the number of occurrences
noted in the responses received. This table assists in identifying the emerging themes on
how elementary school principals create trust with their staff through the domain of
connection.
Creating a team-oriented culture. One of the two top themes that emerged as a
key component to create trust through the domain of connection was a principal’s ability
to create a team-oriented culture. Nine of the 12 (75%) elementary school principal
participants referenced this theme 21 times as being important to establish trust.
Elementary school principals agreed that creating a team-oriented culture provided a
platform for the principal to receive input from staff members regarding school culture
and student achievement. One participant stated,
I do believe strongly in working as team, so everything that we do, we first flesh it
through my administration team, then through our leadership team, then finally
out to teachers. We get everybody onboard, to ensure everyone has an
opportunity to have some buy-in.
Furthermore, sharing of collective values was highlighted in a variety of ways. The
primary example given by participants included the need to express individual values to
create a mission and vision anchored on those collective values between the principal and
school staff.
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Listening to staff members. Listening to staff members was the second highest
emerging theme. There was a 75% respondent rate with a frequency of 19 total
references to this theme. Two ways of listening to staff members appeared from the
interviews. The first form of listening was with the intent of hearing staff members’
concerns regarding the climate and culture of the school, including instructional practice.
One participant stated, “And then after that it was just listening to them and following
through with things that they needed, feeling that they’re supported through the follow
through.” Another participant added, “It is vital talking to them, getting their ideas for
the climate and culture of the school.” The second purpose for listening to staff members
was to receive input for the direction of the school. Another participant stated,
Everything we do has to be seen through the lens of how does that affect the
students that we’re serving, and if it’s not serving them, why are we doing it?
We’re not here to make ourselves comfortable; we’re here to help our students
succeed.
Being consistent. Being consistent and a leader’s ability to follow through with
his or her word was continually brought up in the principals’ responses. Eight of the 12
(66%) elementary school participants referenced this theme 19 times as being important
to creating trust. The elementary school principals interviewed believed it was key for a
school principal to respond to a need and follow through upon his or her promise to build
trust and rapport with staff members. One participant stated, “I followed through with
what I said. If they needed something, I’ll make sure that it gets done.” To further
support this theme, another participant stated, “I think what I’ve done is I try to be very
consistent in what I do. I try to make sure that my focus and my vision are on a few
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things, and I try to do it consistently. I won’t veer from it.” It is evident that leaders
believe they need to hold true to their words and actions consistently, leading to trust
between a principal and staff members.
Getting to know staff members. Of the 12 participants, eight responded to the
importance of a leader getting to know each individual member at his or her site on a
personal and professional level. In addition, this theme tallied a total of 15 references to
further support the importance of developing connections through individual
relationships. Such relationships allow for the school principal to connect with his or her
staff members in a deeper way, leading to trust. To further support this claim of knowing
individuals on a personal level, one participant explained, “I’d say the first thing is
getting to know them. They’re people and you need to know who they are; that matters
to teachers because when you get into this business, it’s a very caring business.”
Secondly, leaders believe it is important to know individuals’ professional strengths and
weaknesses to better support them, creating a greater sense of connection and support
between the principal and the staff member. Another participant stated, “What I want to
know was what is something they’re proud of, what is an area they would like to grow,
and then also, obviously, what have you accomplished?” Based on participant responses,
it was clear that knowing staff members personally and professionally were both on equal
platforms. However, respondents believed that they must first get to know staff members
on an individual and personal level—to know them as human beings first, then as
professionals second.
Showing that they care. Showing that one cares came as the fifth highest
emerging theme with eight respondents and a total of 15 references associated with this
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theme. One way of caring is as simple as bringing treats to the staff as a token of
gratitude for all their hard work. One participant stated,
Simple things like that and just knowing them, that’s a foundation that says shows
you care about them. Just on occasion bringing donuts in just because [it] works.
But just as simple acts of caring, that builds up that relationship that way.
Another participant added,
We try to do different activities for the staff, like having lunch and dessert. In
February, we do something called Fabulous Fridays in February, so just different
activities every Friday of that month just to build morale and encourage those
type of relationships.
Sharing their own journey. Lastly, for Research Question 1, participants’
sharing their own journey resulted as the last emerging theme with the lowest
frequencies. Five of the 12 (42%) elementary school participants referenced this theme
seven times as being important to creating trust. Principals who shared expressed the
importance of opening up about their journey with their staff to create a connection.
Such a suggestion defines the leader as a human being with his or her own life
experiences. One participant stated, “I’m also open with them about me, they know who
I am.”
In conclusion, the domain of connection for Research Question 1 yielded six
themes. Six of the themes were cited by more than 40% of the respondents and two
themes were mentioned with minimal respondents. Figure 4 outlines the common themes
as they related to the study’s first research question; it also displays the number of
occurrences for each theme. This figure concludes in identifying emerging themes on
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how elementary school principals create trust with their staff through the domain of
connection.
Data Analysis for Research Question 2
The second research question asked, “How do elementary principals establish
trust with staff members through the domain of concern? Concern is the value placed on
the well-being of all members of an organization, promoting their welfare at work and
empathizing with their needs. Concern entails fostering a collaborative and safe
environment where leaders and members are able to show their vulnerability, and to
support, motivate, and care for each other (Anderson & Ackerman Anderson, 2010; S. M.
R. Covey, 2006; Kouzes & Posner, 2007; Livnat, 2004; Weisman, 2016). In addition,
concern measures the emotional factors from a leader to her or his followers in the form
of caring and having empathy (Weisman, 2016). The qualitative discoveries of these data
follow.
The next section presents the common themes emerging from the compiled data
of the 12 participants’ interview responses for Research Question 2. The major
overarching findings delineated that the individual domain of concern, when studied
independently, had definite strengths that assisted elementary school principals in
creating trust with their staff. Figure 5 and Table 2 represent the themes and frequencies
that emerged from an NVivo analysis of the interview transcripts.
The domain of concern for Research Question 2 yielded five themes. Table 2
delineates the common themes as they relate to Research Question 2; it also displays the
number of occurrences noted in the responses received. Furthermore, this table assists in
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identifying emerging themes of how elementary school principals create trust with their
staff through the domain of concern.

Themes and Frequencies

Supporting the Needs of Your Staff
Creating a Positive Culture
Establishing a Positive Staff
Receiving Input to Address Concerns
Consistently Checking in with Staff Members
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Figure 5. Themes and frequencies for Research Question 2.
Table 2
Themes and Patters Emerging From the Analysis of Interview Transcripts Relating to Research
Question 2: Domain of Concern

Theme/pattern
Supporting the needs of your staff
Creating a positive culture
Establishing a positive staff
Receiving input to address concerns
Consistently checking in with staff

Number of
respondents

% based on N

Frequency of
reference

12
9
8
8
8

100%
67%
67%
67%
67%

36
22
15
22
18

Note. The N for interview participants = 12.

Supporting the needs of your staff. The top theme that emerged as a vital
component to create trust through the domain of concern was a principal’s ability to
identify and support the needs of his or her staff. Twelve of the 12 (100%) elementary
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school principals referenced this theme 36 times as an important factor in developing
trust. One participant stated,
Have an open-door policy as much as you possibly can. If they have a problem or
need to talk about something, you give them the time to talk to you about that and
you listen, and you try to come up with a solution. You have empathy for their
situation as much as you possibly can.
All participants strongly believed that it is important to be available to identify and
support the needs of their staff by being accessible. They believed that a principal must
be intentional and selective with his or her time, so that he or she can focus on his or her
staff to provide needed support.
Creating a positive school culture. Creating a positive school culture came in as
the second highest emerging theme with nine of the 12 (67%) respondents identifying
this as the second highest theme. These nine elementary school principals referenced this
theme a total of 22 times. Participants strongly believed that for school principals to
create trust with their staff through the domain of concern, they must create a positive
school culture where staff members feel appreciated for their hard work. When the staff
feels appreciated, there is a greater sense of positive school environment. As a result,
such a positive school culture creates a greater sense of school family. One participant
stated,
Then, I also do activities at the school that are family oriented, but it’s about our
school family. I always talk about our [school] family. That’s a reference we
make. For teacher appreciation one year, I brought in mini massages. We did
that dance video. I don’t know if you’ve had a chance to see it.
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Along the same line, another participant stated,
So, what I’ll do is, they like chocolate, they’ve mentioned that they love
chocolate, so I get them really good chocolate. And a lot of times they might
comment about the chocolates. I cook so I’ll surprise them with a breakfast or a
lunch or something like that on occasion.
A principal showing his or her staff a simple act of kindness, like bringing them cholate,
shows the staff members that they are valued, therefore creating a sense of belonging.
Establishing a positive staff. Establishing a positive staff was the third highest
emerging theme. Eight of the respondents (67%) chose this theme with 15 total
references. Participants believed that it is important for principals to allow insight and
input from their staff members through a variety of ways. When a principal establishes
two-way communication with his or her staff, the staff members feel like they are an
important part of the school site, thus creating a staff that is positive. One participant
stated,
They [staff] pretty much always have input to most of the directions foregoing; if
we’re revising something, we’ll often start with the leadership team, say, “Let’s
talk about this, roll this out to the grade levels and then let’s get back and talk
about it more.” Sometimes it’s a whole group discussion, and often it’s a bit
easier in a leadership team because you get more people in a smaller group
willing to all talk.
Another element emerging from this theme was for a principal to be open and
honest in addressing any negativity from his or her site staff members. Participants
deemed it important to address such negative issues to help maximize the professional
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potential of all staff members. This in turn will assist principals in establishing a positive
environment, thus creating a positive staff. One participant expressed,
Then I go, “On the other end of expectation is that there’s apathy. I cannot accept
apathy. So if you’re apathetic and your intention is self-centered, that’s
unacceptable, but confusion and frustration is fine because that means at least
you’re considering things and you want to do the right thing.” So that’s pretty
much my saying about my spectrum of what’s acceptable.
Another participant stated,
So I usually do the sandwich approach or the hamburger approach, where, again,
you know, I bring that . . . I say, “You know what? This is something.” I go, “I
appreciate you putting forth the effort with this. However, this is an area that we
need to work on, but the reason.” I always say the reason, “is because you
deserve to be the best teacher and those kids deserve it as well.”
Receiving input to address concerns. Receiving input from staff to address
concerns was continually brought up in the participants’ responses. Eight of the 12
(67%) participants referenced this theme 22 times as important to creating trust through
the domain of concern. This theme is important to developing trust because it creates a
team, rather than just the principal working individually. Since the impact of all
decisions affect students and staff members, receiving input from staff members to
address concerns is key to the success of any school. One participant shared,
Yeah. So as long as they have, they know that they were able to provide input in
some shape or form, they can understand where I’m coming from when I have to
make the final decision. But I really do allow them to make decisions. I’ll say,
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“These are the choices we have, let’s talk about them or you guys talk about
[them] in your grade levels and then come back to me because we need to make a
decision on that.”
To further support this theme, another participant stated,
I think it goes to that other question where I give them opportunities to co-create.
I’ll always run things by them, hey, this is what I’m thinking. Like you know
how we had to do the data norms? So, we started with the PLC leadership team,
then I brought it back to my ILT, and I’m going to bring it to my staff, but I’m
letting them know like when . . . because now they’re all in those units as they go
through that continuum and it’s a long process.
Providing opportunities for input allows the principal to lead his or her school site as a
collaborative team, rather than from a top-down leadership style approach.
Consistently checking in with staff. The last emerging theme identified by the
participants as an important factor to developing trust through the domain of concern was
for a principal to consistently check in with his or her staff members to see how each staff
member is doing. Such checking in, according to participants, consists of checking in on
staff members, personally and professionally. Eight (67%) of the 12 participants
identified consistently checking in with staff as the last emerging theme for the domain of
concern, to create trust with staff members. This theme was referenced 18 times by the
participants. Participants believed that a principal must show concern for staff members
as individuals first. One participant stated,
So I had to make that connection that there’s a human value that they have, not
just they’re contributing as a teacher, but that I see them as a human being and as
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a person that has a family. And so that was also me when I had my child. I
would give examples of my family and my childhood situation, so if they had to
leave right away because of an emergency, I said, “I get it.” And I gave them my
philosophy of that it’s God first, family and your work. That’s how it goes.
This theme was further supported by another participant who stated,
But a lot of times it’s just being there for them and taking . . . Seeing when they’re
worn out and tired too. You have to see it, keep an eye open. Right before winter
break, they were . . . Actually, right before Thanksgiving break, they were done.
That was a long haul and I could see it for them. We had a few extra little just
snacks appearing in the staff lounge and I thought you needed this, just to . . .
Some other times, if necessary, I’ve gone out at P.E. time and said, “Go in, take
half an hour.” You can’t always do that, but sometimes you just need to step in
and go, “They need this.”
Finally, a participant expressed showing concern for staff members in their professional
lives: by stating,
But I think it’s just providing them with the time to be able to meet, which is
sometimes difficult because they’re so busy. Teachers are very busy. But making
sure that they have the time to be able to collaborate.
To conclude, the domain of concern for Research Question 2 yielded five themes.
At least 67% of the participants responded to all five themes . Figure 5 outlines the
common themes as they related to the study’s first research question; in addition, the
figure displays the number of occurrences for each theme. It illustrates the emerging
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themes identified on how elementary school principals create trust with their staff using
the domain of concern.
Data Analysis for Research Question 3
The next section presents the themes identified by the study’s participants from
the compiled data of the 12 participants’ interview responses for Research Question 3:
“How do elementary principals establish trust with staff through the domain of candor?”
Candor involves communicating information in a precise manner and being truthful even
if one does not want to provide such information (Gordon & Giley, 2012; O’Toole &
Bennis, 2009; Tschannen-Moran, 2014; Weisman, 2016). When followers hear a leader
being truthful, integrity is recognized and established with the leader (White et al., 2016).
Followers will honor and respect those leaders who lead with integrity.
Major findings were discovered to highlight the strengths of candor as an
important factor in assisting elementary school principals in creating trust with their staff
through the domain of candor. Figure 6 and Table 3 represent the themes and frequencies
that emerged from an NVivo analysis of the interview transcripts.
The domain of candor for Research Question 3 yielded five major themes for
establishing trust. All five themes were identified by more than 58% of the respondents.
Table 3 delineates the major common themes as they relate to the study’s third research
question; it also displays the number of occurrences noted in the responses received.
This table assists in identifying emerging themes on how elementary school principals
create trust with their staff through the domain of candor.
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Figure 6. Themes and frequencies for Research Question 3.
Table 3
Themes and Patters Emerging From the Analysis of Interview Transcripts Relating to Research
Question 3: Domain of Candor

Theme/pattern
Creating open communication
Addressing site realities
Creating a student center culture
Addressing site negativity
Setting clear expectations

Number of
respondents

% based on N

Frequency of
reference

11
10
9
8
7

92%
83%
75%
67%
58%

30
25
16
17
12

Note. The N for interview participants = 12.

Creating open communication. The top theme that emerged as a key component
to create trust through the domain of candor was a principal’s ability to create open
communication. Eleven of the 12 (92%) elementary principal participants referenced this
theme 30 times as a key component to establishing trust. Participants strongly believed
that principals who create a space for open communication with personal issues and
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instructional practices establish trust because staff members know their principal has their
best interests in mind. Such openness and honesty create greater and deeper professional
relationships. One participant stated, “So I learned a long time ago, I’ve been in three
districts, and I’ve learned if you really want to communicate, go do the face to face. So
many people just want to send an e-mail or a text.”
Addressing site realities. The second top emerging theme that was established
through participants was a principal’s ability to address site realities in an open and
honest manner. Ten of the 12 (83%) participants identified this theme with a frequency
of 25. Participants believed that it was key for principals to be open and honest when a
situation involved a major school decision. Furthermore, they believed it was important
for principals to share as much information as possible with staff, so as not to blind them
to the realities of the site and its future direction. For example, as one participant stated,
So I am very transparent in what’s going on. I don’t ever want them to wonder.
So I’ll do things like send out emails. I’ll have stand-up meetings right away
when something happens. We had different situations where we’ve had either
staff leaving or coming, even administrative staff. It’s not myself, other . . . So
we’ll have a stand-up meeting. Or if there’s rumors flying around.
The participant emphasized in the quote that it is better to be transparent about school
information, in order to try to avoid any rumors that can start from a principal holding
such information, decreasing the level of trust.
Creating a student center culture. Of the 12 respondents, nine (75%)
responded to the importance of a leader creating a student center culture. In addition, this
theme tallied a total of 15 references to further support the importance of creating a
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student center culture. Such a culture allows the principal to keep students at the center
of every discussion had or decision made. To further support this theme, one participant
explained,
I think that’s the important part of how you have to establish the groundwork first.
So that was not the majority. That was just a minority. But it is difficult when
you have staff that are not excited about what you’re asking them to do and you
know it’s in the best interest of kids.
Addressing site negativity. Addressing site negativity was identified as the
fourth emerging theme. Eight of the 12 (67%) elementary participants referenced this
theme 17 times as being critical in creating trust through the domain of candor. When a
principal is open to discussing such crucial conversations, and addressing confusion or
frustration right away, that deepens the relationships between leaders and site members.
Such relationships enhance the level of trust when the principal is brave enough to have
heart-to-heart conversations with the staff or with individuals. One participant stated,
So I think, one example would be when I had a teacher who was struggling with a
previous administration, was struggling with some of the other teachers on the
campus and basically not getting into any type of this isn’t fair, just going I’m
going to support you. We’re going to get through this. How can I help and then
trusting that they want to be professionals and then looking at all the things that
are really good and just building that person up. Building up that they have value
and that you’re not going to let them fail.
Setting clear expectations. The last emerging theme identified for the domain of
concern was setting clear expectations. Seven of the 12 (58%) respondents identified
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this emerging theme with a frequency of 17. Participants believed that in order to create
trust through the domain of candor, principals need to be open and direct about their
expectations for staff members and for the site as a whole. When principals are clear in
their expectations, staff members can align more precisely with the mission and vision of
the leader for their site. Such clarity enhances the level of trust between a principal and
staff members. One participant expressed,
So they’re able to read that now and understand that. And I said, “Okay, so this is
what you want. This is the support you need. So next year as we go along and
when I go into your classrooms and observe, it’s gonna be under math. And when
you see something that I want you to work on, you know that it’s not because
you’re a bad teacher, but it’s because we need to focus and we need to push for
the rigor. And so they were able to accept that and know that, well, this is the
reason why. So, it was the transparency of data.
In conclusion, the domain of candor for Research Question 3 yielded five themes.
More than 58% of the participants responded to the five themes respondents and one
theme was mentioned with minimal respondents. Table 3 expresses the common themes
as they align to the study’s third research question; it also displays the number of
occurrences noted in the responses received. Furthermore, the table assists in identifying
emerging themes relevant to the domain of candor.
Data Analysis for Research Question 4
The fourth research question asked, “How do elementary principals establish trust
with staff through the domain of competence?” Competence is the ability to perform a
task or fulfill a role as expected (S. M. R. Covey, 2009; Farnsworth, 2015; Handford &
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Leithwood, 2013; Tschannen-Moran, 2014). Followers will choose to trust in a leader
who can exhibit skills necessary to move the organization forward. Furthermore,
followers will develop a sense of confidence in their leader when he or she performs as
expected (S. M. R. Covey, 2006).
This next section delineates the common themes emerging from the compiled data
of 12 participants’ interview responses in response to Research Question 4. As
interviews were completed, the major overarching findings concluded that competence
was an important factor for a principal to develop trust with his or her staff. Figure 7 and
Table 4 represent the themes and frequencies that emerged from an NVivo analysis of the
interview transcripts.
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Figure 7. Themes and frequencies for Research Question 4.
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Table 4
Themes and Patters Emerging From the Analysis of Interview Transcripts Relating to Research
Question 4: Domain of Competence

Theme/pattern
Sharing your own knowledge
Receptive to improve as a leader
Providing professional development
Distributing leadership among staff

Number of
respondents

% based on N

Frequency of
reference

10
10
8
7

83%
83%
67%
58%

17
13
11
20

Note. The N for interview participants = 12.

The domain of competence for Research Question 4 yielded four themes. All four
of the themes were identified as key emerging themes by more than 58% of the
respondents and one theme was mentioned with minimal respondents. Table 4 explains
the common themes as they relate to the study’s fourth research question; it also
expresses the number of occurrences noted in the responses received. This table is
helpful in that it outlines emerging themes identified on how elementary school principals
create trust with their staff through the domain of competence.
Sharing your own knowledge. One of the two top themes that emerged as a key
component to create trust through the domain of competence is a principal’s ability to
share his or her own instructional experiences and knowledge with students, instruction,
and curriculum. Ten of the 12 (83%) elementary school principal participants referenced
this theme 17 times as being important to establish trust with staff members. Participants
agreed that sharing one’s experiences and instructional knowledge with students makes
staff members feel more at ease to share their own experience, therefore making them
open to receive input from their principal on instructional practice. This reciprocation
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and a principal’s ability to share opens his or her level of competence, thus creating trust
between a principal and his or her staff. One participant stated,
So I’ll chime in, with saying, okay yeah, this standard ties in with this and also
with reading, you can bring in this element of reading or this skill so then that
way it strengthens your lesson. And they’re open to it.
Another example was provided by another participant who stated,
I said is this something that’s easy for us to fall back on as teachers, but, myself
included, but when we’re thinking about it and really trying to engage all of our
students, this is one area where we can engage all of our students and just kind of
having some research behind what I bring to my staff.
Receptive to improve as a leader. After reviewing the four major themes, a
principal being receptive to receive feedback to improve as leader was the second highest
emerging theme. There was a 83% respondent rate with a frequency of 17. One
participant shared that he or she is very transparent with his or her own strengths and
weaknesses, consequently being open to receiving input from staff to strengthen his or
her weaknesses. Overall, participants believed that it is important to establish
relationships so that staff members feel comfortable coming to their leader to provide
new ideas or input. Such vulnerability to be honest with their principal allows their
leader to develop in his or her competence as a leader. To further support this theme,
another participant stated, “And open to feedback. Just talking to people, having them
feel comfortable talking to you. Another thing that we’re doing is more staff surveys on
different things.”

114

Providing professional development. A principal’s ability to know his or her
staff’s needs and provide professional development accordingly was expressed
consistently in the principals’ responses. Eight of the 12 (67%) elementary principals
referenced this theme 11 times as being an important element to creating trust through the
domain of competence. Identifying the needs of one’s staff on a consistent basis to
provide professional development elevates the credibility and competence in a leader to
new depths. Participants expressed the importance of allowing staff to discuss data or
ideas to increase student learning. A leader who can take that information to establish
professional development increases his or her level of competency as a leader, creating
trust with his or her staff member because staff members know they are being heard and
their needs are being met. One participant stated, “There’s a lot of brain power in this
room, there’s a lot of smart people in this room. You tell me what you need, I’m going to
do my best to get it for you.”
Distributed leadership among staff. Lastly, for Research Question 4, a
principal’s ability to distribute leadership among staff members resulted as the last major
emerging theme with a frequency of 20. Seven of the 12 (58%) respondents listed this
theme as a major theme. Principals who are vulnerable and open to developing their
instructional leadership and who increase their competency level to lead their school,
establish trust with staff members. One participant stated,
So it was that support, it was that information, it was that learning, and then also
being vulnerable to them, to tell them you’re not an expert on the common core.
You’re just learning like them. So, you’re a learner along with them and it’s okay
to tell them that you don’t know?

115

Another participant added,
I will always consider what information I receive, and I will tell them that. I will
consider your request, I’ll consider that. But if I can’t do it for whatever reason,
I’ll tell them why, and then sometimes we can springboard and that, but maybe
we could do this, or do you have another idea or solution that we could do this,
because this won’t work and it could be for liability or it could be for something
like logistically, or it’s because it’s going to infringe on someone else, or . . . but I
will always . . . Usually I feel like the teachers come up with the best solutions
and so I try to work that in rather than try to do it for them.
To conclude, the domain of competence for Research Question 4 yielded a total of
four themes. Four of the themes were selected by more than 58% of the respondents and
one theme was mentioned with minimal respondents. Figure 7 outlines the common
themes as they relate to the study’s fourth research question; it also shows the number of
occurrences for each theme. The figure concluded by identifying emerging themes on
how elementary school principals create trust with their staff through the domain of
competence.
Data Analysis for Research Question 5
The fifth research asked, “How do elementary principals establish trust with staff
through the domain of consistency?” Consistency is the confidence that a person’s
pattern of behavior is reliable, dependable, and steadfast (Tschannen-Moran, 2014;
Weisman, 2016). Leaders must ensure that they are leading in a manner that is consistent
for followers to witness daily. Consistency in a leader’s message will ensure credibility
and reliability (Martin, 1999).
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This last section presents the common themes emerging from the compiled data of
12 participants’ interview responses for Research Question 5. The major overarching
findings concluded that the individual domain of consistency had its own strengths that
assisted elementary school principals to create trust with their staff. Figure 8 and Table 5
represent the themes and frequencies developed upon completion of analyzing interview
transcripts, in order to represent the themes and frequencies that emerged from the NVivo
analysis.
The domain of consistency for Research Question 5 yielded four major themes.
All four themes had more than 67% of the respondents identify the major emerging
themes. Table 5 delineates the major common themes as they relate to the study’s fifth
research question; it also displays the number of occurrences noted in the responses
received. This table assists in identifying emerging themes on how elementary school
principals create trust with their staff through the domain of consistency.
Table 5
Themes and Patters Emerging From the Analysis of Interview Transcripts Relating to Research
Question 5: Domain of Consistency

Theme/pattern

Number of
respondents

% based on N

Frequency of reference

11
9
8
8

92%
75%
67%
67%

29
25
18
15

Leading by example
Being approachable
Modeling hard work
Working in a collaborative team
Note. The N for interview participants = 12.
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Themes and Frequencies
Leading by Example

Being Approachable

Modeling Hard Work

Working in a Collaborative Team
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Figure 8. Themes and frequencies for Research Question 5.

Leading by example. The top theme that emerged for the domain of consistency
was a principal’s ability to lead by example. Eleven of the 12 (92%) elementary school
principal participants referenced this theme 29 times as an important element to
developing trust. Participants believe that it is key for principals to lead by example, by
doing what they are expecting their staff members to do. When staff members see a
principal lead in such a manner, it creates a higher level of trust between the principal and
the staff member. One participant stated,
I walk the walk. I walk the walk, I walk the talk, I tell them that all students
should see that everyone is in a good space even though you’re not. And I
demonstrate that to them as well. I tell them it’s kind of a little bit easier for me
because I just have [an] optimistic personality.”
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Another participant added, “It goes back to model leadership that is consistent.”
Being approachable. Of the 12 respondents, nine responded to the value of a
principal being approachable with his or her staff with 25 references. Participants
believed that it is important for principals to have a two-way open communication where
staff members feel comfortable opening up to their leader. As leaders are consistent in
their communication and being approachable, it helps elevate trust because staff members
can approach their principal any time he or she is available. One participant stated, “But
a lot of consistency in that, just like communicating and overcommunicating, and making
sure they know. And with that, it’s just a lot of work.” Another principal communicated,
“One of the things about consistent leadership, the teachers want communication. If they
know things, okay we know things. They don’t like things coming at them, just like I
don’t.”
Modeling hard work. Modeling hard work came in as the third emerging theme
with eight respondents and a total of 18 references associated with this theme. Principals
interviewed believed that modeling hard work through daily acts displays loyalty from a
principal to his or her staff members. When such hard work is visible daily, it establishes
trust. One participant stated,
Teachers don’t always know how hard principals work, but then you just see it
sometimes, and [they] see you out there. If they don’t see it, that’s hard. I’m here
before they get here, I’m here after they leave, and they do know that. It’s like
they . . . Being consistent with leadership is being consistent in your actions, your
words must match your actions. Your message must be consistent, they would
tell you my message is again and again, it’s all about students learning.
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Working in a collaborative team. Lastly, for Research Question 5, participants
working with their staff as a collaborative team resulted as the last emerging theme with
the lowest frequencies. Eight of the 12 (67%) elementary school participants referenced
this theme 15 times as being important to creating trust. Participants believed that it is
key for a principal to show consistency in working with his or her staff members to
develop trust. Such work shows staff members that their principal displays a
collaborative style of leadership consistently, rather than using a top-down approach.
Such a form of leadership that is consistent and collaborative in nature establishes trust.
One participant yielded,
Distributed leadership aspect is very important. So, that’s PBIS. The next one is
our PLCs that I wanted to step back from that. Because again, when they’re there
looking for me to know where we’re going to meet and what we’re going to talk
about, it’s not truly a professional learning community. And I told them. I go,
“It’s professional, meaning that you are bringing to the table the urgency that you
need based on your grade level needs.”
In conclusion, the domain of consistency for Research Question 5 yielded four
themes. More than 67% of the respondents identified the four major emerging themes.
Figure 8 outlines the common themes as they relate to the study’s fifth research question;
it also displays the number of occurrences for each theme. This figure details major
themes on how elementary school principals create trust with their staff through the
domain of consistency.
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Data Analysis for Research Question 6
The sixth research question asked, “How do elementary principals perceive the
degree of importance for the five domains of consistency, competence, candor, concern,
and connection for building trust.” Data for Research Question 6 were received through
an online survey via SurveyMonkey to 12 elementary school principals within OntarioMontclair School District and Chino Valley Unified School District within the San
Bernardino County in Southern California. The electronic survey was delivered via email to all 12 participants. The e-mail reiterated the purpose of the study and included a
SurveyMonkey link to the Principal Behaviors That Develop Trust With Staff survey.
Embedded within the survey was the informed consent protocol and the participants’ Bill
of Rights. Once the participants read and agreed to both forms, they were able to move
forward through the survey process.
The survey results for Research Question 6 were broken down into the five
domains of trust—consistency, competence, candor, concern, and connection. A total of
12 surveys were e-mailed to elementary school principals within the San Bernardino
County. Of the 12 participants selected, 10 moved through the process and completed the
electronic survey. The results were compiled and analyzed. The summary chart in
Figure 9 summarizes the overall data results by variable. Consistency, competence,
candor, concern, and connection asked the respondents about six behavior questions,
resulting in 60 answers.
The results from Table 6 show competence as the most important domain for
building trust with a mean of 5.70 and 70% of respondents indicating strongly agree.
The second most important was consistency with a mean of 5.53 and 55% of participants
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indicating as strongly agree. The third most important domain was candor with 31
(51.6%) respondents. Connection came in fourth place with 30 respondents (40%) and
concern came in the fifth place with 24 respondents (40%).
Table 6
Summation of Number of Respondents Perceived Degree of Importance for the Five Domains for Building
Trust
Strongly
disagree
n %

Disagree
n %

Disagree
somewhat
n %

Agree
somewhat
n
%

Agree
n
%

Strongly
agree
n
%

M

Consistency

0

0%

0

0%

0

0%

1

1.6%

26

43.3%

33

55.0%

5.53

Competence

0

0%

0

0%

0

0%

0

0.0%

18

30.0%

42

70.0%

5.70

Candor

0

0%

0

0%

0

0%

4

6.6%

25

41.6%

31

51.6%

5.45

Concern

0

0%

1

1.6%

1

1.6%

7

11.6%

26

43.3%

24

40.0%

5.20

Connection

0

0%

0

0%

0

0%

1

1.6%

29

48.3%

30

50.0%

5.48

Note. N = 60.

When analyzing the quantitative survey results in more detail, competence
showed that the greatest number of respondents strongly agreed with competence as the
top domain with 42 respondents (70%). Furthermore, 18 respondents (30%) agreed also
agreed to further support competence as the top domain. Consistency came in as second
place with 33 respondents (55%) who strongly agreed, 26 respondents (43.3%) who
agreed, and only 1 respondent (1.6%) who agreed somewhat. Although consistency did
come in as second place behind competency, it should be noted that there was a 15%
difference between competence (70%) and consistency (55%). In addition to percentages
and number of respondents, the mean was also valuable in assessing the quantitative data
results. The mean is defined as the average of all numbers in a data set (Patten, 2012).
The final column on Table 6 displays the mean of each variable with competence having
a mean of 5.70, consistency with a mean of 5.53, connection with a mean of 5.48, candor
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with a mean of 5.45, and concern with a mean of 5.20, from the highest mean to the
lowest mean.
Major Findings
Major Findings for Consistency
Table 7 shows the variables of consistency and the survey results as to the
perception of the importance of each related behavior. The respondents were asked to
Table 7
Summation of Number of Respondents to “How Well Is the Organization to Able Perform Consistently and
Dependably Over the Long Term?”
Strongly
disagree
n
%

Disagree
n
%

Disagree
somewhat
n
%

Agree
n
%

Strongly
agree
n
%

M

I behave in
manner
consistent with
my role and
responsibilities.

0

0%

0

0%

0

0%

0

0%

2

20%

8

80%

5.8

Overall, the
school operates
efficiently.

0

0%

0

0%

0

0%

0

0%

5

50%

5

50%

5.5

I create an
environment
where staff have
the opportunity to
accomplish their
goals and
responsibilities
every day.

0

0%

0

0%

0

0%

0

0%

6

60%

4

40%

5.4

I let staff know
what is expected
from them.

0

0%

0

0%

0

0%

1

10
%

5

50%

4

40%

5.3

I make
commitments to
staff I can keep.

0

0%

0

0%

0

0%

0

0%

3

30%

7

70%

5.7

I hold myself and
staff accountable
for action.

0

0%

0

0%

0

0%

0

0%

3

30%

7

70%

5.7
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Agree
somewhat
n
%

rank each question from strongly disagree to strongly agree. The researcher used the
means to discuss the degree of perceived importance for each of the six-consistency
domain behaviors.
The behavior relating to an organization’s ability to perform consistently and
dependably over long term as the most important with a mean of 5.8 was, “I behave in a
manner consistent with my role and responsibilities.” All respondents (100%) indicated
agree or strongly agree. Two behaviors, “I make commitments to staff I can keep” and
“I hold myself and staff accountable for action,” were ranked as second most important
with a mean of 5.7. The last three behaviors, “Overall, the school operates efficiently,” “I
create an environment where staff have the opportunity to accomplish their goals and
responsibilities every day,” and “I let staff know what is expected from them,” had means
of 5.5, 5.4, and 5.3, respectively. It is important to note that all six behaviors were ranked
at 100% important for agree and strongly agree. Figure 9 details the behaviors related to
the domain of consistency and the mean for each behavior. There were two behaviors
that came in second place. The first behavior states, “I make commitments to staff that I
can keep.” Seven respondents (70%) strongly agreed, and three respondents (30%)
agreed with this behavior falling second in importance from highest behavior. This
behavior had a mean of 5.7. The third behavior, “I hold myself and staff accountable
with action,” resulted with seven respondents (70%) who strongly agreed, and three
respondents (30%) who agreed. This behavior had a mean of 5.7 as well. The last three
behaviors were, “I create an environment where staff have the opportunity to accomplish
their goals and responsibilities every day,” “Overall, the school operates efficiently,” “I
let staff know what is expected from them.” The lowest ranking behavior stated, “I let
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staff know what is expected from them.” This behavior had a total of only four (40%)
respondents who strongly agreed with this behavior as an important behavior to establish
trust. Figure 9 details the behaviors related to the domain of consistency and the mean
for each behavior.

Consistency- How well is the
organization’s ability to perform
consistently and dependably over the
long term.
5.9
5.8
5.7
5.6
5.5
5.4
5.3
5.2
5.1
5

Weighted Average

Figure 9. Summation of weighted average for Research Question 6 for the domain of consistency.

Major Findings for Competence
Table 8 shows the variables of competence and the survey results as to the
perception of the importance of each related behavior. The respondents were asked to
rank each question from strongly disagree to strongly agree. The researcher used the
means to discuss the degree of perceived importance for each of the six competence
domain behaviors.
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Table 8
Summation of Number of Respondents to “How Effective Is the Organization in Its Ability to Do What it Is
Designed to Do”
Strongly
disagree
n
%

Disagree
n
%

Disagree
somewhat
n
%

Agree
somewhat
n
%

Agree
n
%

Strongly
agree
n
%

M

I focus the work
of staff on the
quality of
services the
district provides
to students, other
staff, families,
and community.

0

0%

0

0%

0

0%

0

0%

1

10%

9

90%

5.9

I work with the
staff to achieve
the school’s
vision.

0

0%

0

0%

0

0%

0

0%

2

20%

8

80%

5.8

I promote the
capability of my
staff members.

0

0%

0

0%

0

0%

0

0%

3

30%

7

70%

5.7

I create
opportunities for
staff to learn and
grow.

0

0%

0

0%

0

0%

0

0%

3

30%

7

70%

5.7

I promote
collaborative
decision making
with staff.

0

0%

0

0%

0

0%

0

0%

4

40%

6

60%

5.6

I oversee the
strategic actions
for staff at my
site.

0

0%

0

0%

0

0%

0

0%

5

50%

5

50%

5.5

The behavior relating to an organization’s ability to effectively do what it is
designed to, ranked as the most important with a mean of 5.9 was, “I focus the work of
staff on the quality of services the district provides to students, other staff, families, and
community.” Nine respondents (90%) indicated that they strongly agreed with this
behavior being the most important in relation to consistency, and one respondent (10%)
agreed. The next behavior, “I work with staff to achieve the school’s vision,” was ranked
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as second most important with a mean of 5.8. The last four behaviors, “I promote the
capability of my staff members,” “I create opportunities for staff to learn and grow,” “I
promote collaborative decision making with staff,” and “I oversee the strategic actions
for staff at my site” had means of 5.7, 5.7, 5.6, and 5.7, respectively. It is of importance
to note that all six behaviors were ranked at 100% importance for agree and strongly
disagree. Figure 10 details the behaviors related to the domain of consistency and the
mean for each behavior.

Competence - How effective is the
organization in its ability to accomplish
what it’s designed to do.
6
5.9
5.8
5.7
5.6
5.5
5.4
5.3

Weighted Average

Figure 10. Summation of weighted average for Research Question 6 for the domain of
competence.

Major Findings for Candor
Table 9 shows the variables of candor and the survey results as to the perception
of the importance of each related behavior. The respondents were asked to rank each
question from strongly disagree to strongly agree. The researcher used the means to
discuss the degree of perceived importance for each of the six candor domain behaviors.
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Table 9
Summation of Number of Respondents to “How Transparent Is the Organization Communicating or
Making Information Available to Employees?”
Strongly
disagree
n
%

Disagree
n
%

Disagree
somewhat
n
%

Agree
somewhat
n
%

Agree
n
%

Strongly
agree
n
%

M

I engage in open
communication
with all staff.

0

0%

0

0%

0

0%

0

0%

3

30%

7

70%

5.7

I share openly
with staff when
things are going
wrong.

0

0%

0

0%

2

2%

0

0%

6

60%

2

20%

5.0

I engage staff in
discussions about
the direction and
vision for our
school.

0

0%

0

0%

0

0%

0

0%

3

30%

7

70%

5.7

I create a safe
environment
where staff feel
free to voice
differences of
opinion.

0

0%

0

0%

2

2%

0

0%

2

20%

6

60%

5.4

I am open,
authentic and
straightforward
with all staff.

0

0%

0

0%

0

0%

0

0%

4

40%

6

60%

5.6

I take issues head
on, even the
“undiscussables.”

0

0%

0

0%

0

0%

0

0%

7

70%

3

30%

5.3

The behaviors relating to an organization’s ability to be transparent in
communicating or making information available to employees as the two most important
with a mean of 5.7 were “I engage in open communication with all staff” and “I engage
staff in discussions about the direction and vision for our school.” All respondents
(100%) indicated agree or strongly agree.
The third highest ranked behavior states, “I am open and authentic and
straightforward with all staff,” with a mean of 5.6. Once again, 100% of the respondents
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indicated agree or strongly agree. The last three behaviors, “I create a safe environment
where staff feel free to voice difference of opinion,” “I take issues head on, even the
undiscussable,” and “I share openly with staff when things are going wrong” had means
of 5.4, 5.3, and 5.0. It is important to note that the lowest ranking of the three previously
discussed, the behavior “I share openly with staff when things are going wrong” had the
lowest strongly agree responses with only two respondents (20%). Six respondents
(60%) agreed, two respondents (20%) agreed somewhat, and two respondents (20%)
disagreed somewhat. Figure 11 details the behaviors related to the domain of candor and
the overall mean for each behavior.

Candor - How transparent is the
organization communicating or making
information available to employees.
5.8
5.6
5.4
5.2
5
4.8
4.6

Weighted Average

Figure 11. Summation of weighted average for Research Question 6 for the domain of candor.

Major Findings for Concern
Table 10 shows the variables of concern and the survey results as to the
perception of the importance of each related behavior. The respondents were asked to
rank each question from strongly disagree to strongly agree. The researcher used the
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means to discuss the degree of perceived importance for each of the six concern domain
behaviors.
Table 10
Summation of Number of Respondents to “How Much Does the Organization Show Empathy or Care for its
Employees?”
Strongly
disagree
n
%

Disagree
n
%

Disagree
somewhat
n
%

Agree
somewhat
n
%

Agree
n
%

Strongly
agree
n
%

M

I take time to
meet personally
with each staff
member to
understand their
concerns.

0

0%

0

0%

0

0%

1

10%

3

30%

6

60%

5.5

I demonstrate
appropriate work
and life balance

0

0%

0

0%

2

2%

0

0%

6

60%

2

20%

5.0

I am a good
listener.

0

0%

0

0%

0

0%

3

30%

6

60%

1

10%

5.11

I always treat
staff positively
and with respect.

0

0%

0

0%

2

2%

0

0%

2

20%

6

60%

5.4

I am patient with
the questions and
issues of interest
to staff.

0

0%

0

0%

2

20
%

1

10%

2

20%

7

70%

5.6

I demonstrate
respect and
concern for each
staff member.

0

0%

0

0%

0

0%

1

10%

6

60%

3

30%

5.2

The behavior relating to an organization’s ability to transparently communicate or
make information available to employees as the most important with a mean of 5.6 was,
“I always treat staff positively and with respect.” Six respondents (60%) strongly agreed
with this behavior being the most important. Furthermore, two respondents (20%)
agreed and one respondent (10%) agreed somewhat. The behavior ranked as second
most important with a mean of 5.5 was, “I take time to meet personally with each staff
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member to understand their concerns.” The last four behaviors, “I demonstrate
appropriate work and life balance,” “I am a good listener,” “I am patient with the
questions and issues of interest to the staff,” and “I demonstrate respect and concern for
each staff member,” ranked as the lowest with means of 5.4, 5.2, 5.11, and 4.4. It is
important to note that the overwhelmingly lowest ranking behavior of the three
previously discussed with a mean of 4.4, “I demonstrate appropriate work and life
balance” had the lowest strongly agree response with only one respondent (10%). Five
respondents (50%) agreed, two respondents (20%) agreed somewhat, one respondent
(10%) disagreed somewhat, and one respondent (10%) disagreed. Figure 12 details the
behaviors related to the domain of concern and the overall mean for each behavior.

Concern - How much does the
organization show empathy or care for
its employees.
6
5
4
3
2
1
0

Weighted Average

Figure 12. Summation of weighted average for Research Question 6 for the domain of concern.

Major Findings for Connection
Table 11 shows the variables of connection and the survey results as to the
perception of the importance of each related behavior. The respondents were asked to
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rank each question from strongly disagree to strongly agree. The researcher used the
means to discuss the degree of perceived importance for each of the six connection
domain behaviors.
Table 11
Summation of Number of Respondents to “How Do Your Values or Goals Align With the Organization, the
People and Their Behavior Behind it?”
Strongly
disagree
n
%

Disagree
n
%

Disagree
somewhat
n
%

Agree
somewhat
n
%

Agree
n
%

Strongly
agree
n
%

M

I am accepting
and receptive to
the ideas and
opinions of all
staff.

0

0%

0

0%

0

0%

0

0%

7

70%

7

70%

5.3

I am truthful, and
frank in all
interpersonal
communications
with staff.

0

0%

0

0%

1

10
%

0

0%

6

60%

4

40%

5.4

I display behavior
that is aligned
with the values
and beliefs of our
school site vision.

0

0%

0

0%

0

0%

0

0%

3

30%

7

70%

5.7

I give voice to the
site vision and
shared values.

0

0%

0

0%

2

2%

0

0%

2

20%

6

60%

5.4

I actively engage
staff in
recognition and
celebrations of
site successes.

0

0%

0

0%

0

0%

1

10
%

3

30%

6

60%

5.5

I listen carefully
to understand and
clarify issues.

0

0%

0

0%

0

0%

0

0%

4

40%

6

60%

5.6

The behavior relating to an organization’s ability to align one’s values or goals
behind the people and their behavior behind it as the most important with a mean of 5.7
was, “I display behavior that is aligned with the valued and beliefs of our school site
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vision.” All respondents (100%) indicated agree or strongly agree. The next behavior,
“I take time to meet personally with each staff member to understand their concerns,”
was ranked as second most important with a mean of 5.6. The last four behaviors, “I am
accepting and receptive to the idea and opinions of all staff,” “I am truthful, and frank in
in all interpersonal communications with staff,” “I give voice to the site vision and shared
valued,” and “I actively engage staff in recognition and staff celebrations of site success”
had means of 5.5, 5.4, 5.4, and 5.3, respectively. It is important to note that the lowest
ranking of the three previously discussed with a mean of 5.3, the behavior, “I am
accepting and receptive to the ideas and opinions of all staff,” had the lowest strongly
agree responses with only three respondents (30%). In addition, seven respondents
(70%) agreed. Figure 13 details the behaviors related to the domain of connection and
the overall mean for each behavior.

Figure 13. Summation of weighted average for Research Question 6 for the domain of
connection.
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Summary
This mixed-methods study identified and described how elementary school
principals establish trust with their staff using Weisman’s (2010) five domains of trust.
The qualitative and quantitative data results supported the five domains of trust:
connection, concern, candor, competence, and consistency. Further, the research
supported how elementary principals perceived the degree of importance for the five
domains. The domain of connection for Research Question 1 yielded six themes.
Qualitative Summary
Twelve principals were interviewed with an interview consisting of 10 questions,
two questions per domain. The top theme that emerged as a key component to create
trust through the domain of connection was a principal’s ability to create a team-oriented
culture. Nine of the 12 (75%) elementary school principal participants referenced this
theme 21 times as being important to establish trust. The domain of concern for Research
Question 2 yielded five themes. The top theme that emerged as a vital component to
create trust through the domain of concern was a principal’s ability to identify and
support the needs of their staff. Twelve of the 12 (100%) elementary school principals
referenced this theme 36 times as an important factor in developing trust. The domain of
candor for Research Question 3 yielded five themes. The top theme that emerged as a
key component to create trust through the domain of candor was a principal’s ability to
create open communication. Eleven of the 12 (92%) elementary principal participants
referenced this theme 30 times as a key component to establishing trust. The domain of
competence for Research Question 4 yielded four themes. One of the top two themes that
emerged as a key component to create trust through the domain of competence was a
principal’s ability to share his or her own instructional experiences and knowledge with
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students, instruction, and curriculum. Ten of the 12 (83%) elementary school principal
participants referenced this theme 17 times as being important to establish trust with staff
members. Lastly, the domain of consistency for Research Question 5 yielded four major
themes. The top theme that emerged for the domain of consistency was a principal’s
ability to lead by example. Eleven of the 12 (92%) elementary school principal
participants referenced this theme 29 times as an important element to developing trust.
Quantitative Summary
The sixth research question asked, “How elementary principals perceive the
degree of importance for the five domains of consistency, competence, candor, concern,
and connection for building trust.” Data for Research Question 6 were received through
an online survey via SurveyMonkey, which was given to 12 elementary school principals.
The survey results for Research Question 6 were broken down into the five domains of
trust: consistency, competence, candor, concern, and connection. Overall, the results
show that the greatest number of respondents strongly agreed with competence as the
most important domain for building trust with 42 respondents (70%). When analyzing
the quantitative survey results in more detail, competence showed that the greatest
number of respondents strongly agreed with competence as the top domain with 42
respondents (70%). Each domain was then broken down into particular behaviors in
which respondents were asked to rank each question from strongly disagree to strongly
agree.
Following are the five domains with the top-ranked behavior for each domain:
connection, concern, candor, competence, and consistency:
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• Connection: “I display behavior that is aligned with the values and beliefs of our
school site vision.”
• Concern: “I always treat staff positively and with respect.”
• Candor: I engage in open communication with all staff.”
• Competence: “I focus the work of staff on the quality of services the district provides
to students, other staff, families, and community.”
• Consistency: “I behave in a manner consistent my role and responsibilities.”
Chapter IV reported the detailed qualitative and quantitative data results on the
research findings of the study. Chapter V discusses the findings of the study in more
detail. Furthermore, Chapter V also explores the unexpected findings, conclusions,
implications for action, recommendations for future studies, and closing remarks.
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CHAPTER V: FINDINGS, CONCLUSION, AND RECOMMENDATIONS
Overview
This chapter provides a summary of the research study design, including the
purpose, research questions, population, and sample. The chapter describes the major
findings, unexpected findings, conclusions from the findings, implications for action, and
recommendations for further research. Chapter V ends with reflections and concluding
remarks from the researcher.
Purpose Statement
The purpose of this mixed-methods study was to identify and describe how
elementary principals establish trust with staff using the five domains of trust:
connection, concern, candor, competence, and consistency. In addition, the purpose of
this study was to determine the elementary principals’ perceived degree of importance for
the five domains of consistency, competence, candor, concern, and connection for
building trust.
Research Questions
1. How do elementary principals establish trust with staff through the domain of
connection?
2. How do elementary principals establish trust with staff through the domain of
concern?
3. How do elementary principals establish trust with staff through the domain of candor?
4. How do elementary principals establish trust with staff through the domain of
competence?
5. How do elementary principals establish trust with staff through the domain of
consistency?
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6. How do elementary principals perceive the degree of importance for the five domains
of consistency, competence, candor, concern, and connection for building trust?
Methodology
The methodology used for this study was mixed methods. The researcher
conducted in-depth interviews of 12 elementary school principals who were considered
exemplary in creating trust with their staff. All interviews were conducted face to face
and recorded with principals’ permission to capture the interview in its entirety. In
addition, the same 12 elementary principals were asked to provide feedback through an
online survey via SurveyMonkey, in order to obtain a deeper understanding of how
elementary principals perceived the degree of importance for Weisman’s (2010) five
domains of trust. The 15 researchers conducted this study across an interdisciplinary set
of organizations including K-12 schools, superintendents and board members, nonprofit
organizations, and military organizations. Ten of the researchers (six principals and four
superintendents) used the same methodology, a mixed-methods study, to expand on the
quantitative data gathered. Within the K-12 schools, a group of six peer researchers
identified and described how principals across each segment in education (elementary,
middle school, and high school) established trust with their staff. Each of the six
researchers utilized the same interview and survey questions to be shared with the
principals.
Population
In California, there are 528 elementary school districts, 76 high school districts,
and 344 unified school districts. The California Department of Education (CDE, 2018)
data indicate that there are 5,868 elementary schools in California, each with a principal.
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The target population for this study was defined as a group with similar traits setting
them apart from other groups to aid the researcher in drawing conclusions (Creswell,
2003). A manageable target population was identified to assist the researcher in saving
expenses and time. The target population for this study included elementary principals of
schools in San Bernardino County in Southern California.
Sample
From the target population, the study’s qualitative and quantitative sample was
produced through purposeful and convenience sampling. Purposeful sampling in this
mixed-methods study was chosen as the method of sample selection based on the
following criteria for elementary school principals. The sample population for this study
reflected the elementary school principals who met five of the seven criteria:
• Principal was employed at a school within the San Bernardino and Riverside Counties
with a minimum of 30 staff members.
• Principal participant had a minimum of 3 years of experience at his or her current site.
• Principal had a minimum of 5 years in the profession.
• Principal had membership in professional associations in his or her field
• Principal showed evidence of leading a successful organization.
• Principal had articles, paper, or materials written, published, or presented at
conferences or association meetings.
• Principal was willing to be a participant and agreed to the informed consent form.
Convenience sampling was selected based on the participant’s accessibility
(McMillan & Schumacher, 2010). Convenience sampling provided the researcher with
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convenient accessibility and proximity to the participants being studied, which favored
the mixed-methods qualitative and quantitative research nature of this study.
The sample consisted of 12 elementary school principals of schools in San
Bernardino County in Southern California. All 12 principals in this study met the criteria
previously mentioned. The sample participants were selected from Chino Valley Unified
School District and Ontario-Montclair School District, both located within San
Bernardino County in Southern California.
Demographic Data
Twelve elementary school principals were selected to participate in this study.
All principals considered for this study were selected because they met the criteria
outlined by the researcher’s thematic team. Six elementary school principals were from
Ontario-Montclair and six were from Chino Valley Unified School District. Four of the
participants were female and eight were male. All 12 participants are part of the schools
located in San Bernardino County in Southern California.
Major Findings
Several major findings resulted from this research study. The findings are
outlined in the following section, organized by each of the six research questions. The
first five research questions were designed to gather quantitative data on each of the five
domains of trust: connection, concern, candor, competence, and consistency. Each of the
five domains of trust produced at least two highly ranked key findings. The following 11
key findings were determined by evaluating which themes had two or more of the
following criteria:
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• The themes contained content from at least 80% of study participants.
• Frequencies were coded from 13 or more sources.
Major Findings for Research Question 1: Connection
How do elementary principals establish trust with staff through the domain of
connection?
In answering this question, face-to-face interviews were conducted with 12
elementary school principals to answer Research Question 1. The researcher asked
participants in the study open-ended, guided interview questions about the behaviors they
use to establish trust with staff through the domain of connection. The interviews were
recorded and transcribed, then coded and analyzed for major themes and patterns.
Major Finding 1. Creating a team-oriented culture was referenced by nine (75%)
of the study participants 21 times. Elementary school principals agreed that creating a
team-oriented culture provided a platform for the principal to receive input from staff
members regarding school culture and student achievement. Sharing of collective values
was highlighted in a variety of ways. The primary example given by participants
included the need to express individual values to create a mission and visions anchored
on those collective values between the principal and school staff.
Major Finding 2. Listening to staff members was referenced by nine (75%) of
the study participants 17 times. The first form of listening was with the intent of hearing
staff members’ concerns regarding the climate and culture of the school, including
instructional practice. The second purpose for listening to staff members was to receive
input for the direction of the school.
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Major Finding for Research Question 2: Concern
How do elementary principals establish trust with staff through the domain of
concern?
In answering this question, face-to-face interviews were conducted with 12
elementary school principals to answer Research Question 2. The researcher asked
participants in the study open-ended, guided interview questions about the behaviors they
used to establish trust with staff through the domain of concern. The interviews were
recorded and transcribed, then coded and analyzed for major themes and patterns.
Major Finding 3. Supporting the needs of your staff was referenced by 12
(100%) of the study participants 36 times. All participants strongly believed that it is
important to be available to identify and support the needs of their staff by being
available and accessible. They believed that a principal must be intentional and selective
with his or her time and not be consumed with managerial tasks, so that he or she can
focus on his or her staff to provide needed support.
Major Finding 4. Creating a positive culture was referenced by nine (75%) of the
study participants 22 times. Participants strongly believed that for school principals to
create trust with their staff through the domain of concern, they must create a positive
school culture where staff members feel appreciated for their hard work. When the staff
feels appreciated, it creates a greater sense of positive school environment. As a result,
such positive school culture creates for a greater sense of school family.
Major Findings for Research Question 3: Candor
How do elementary principals establish trust with staff through the domain of
candor?
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In answering this question, face-to-face interviews were conducted with 12
elementary school principals to answer Research Question 3. The researcher asked
participants in the study open-ended, guided interview questions about the behaviors they
used to establish trust with staff through the domain of candor. The interviews were
recorded and transcribed, then coded and analyzed for major themes and patterns.
Major Finding 5. Creating open communication was referenced by 11 (92%) of
the study participants 30 times. Participants strongly believed that principals who create
a space for open communication with personal issues and instructional practices establish
trust because staff members know their principal has their best interests in mind. Such
openness and honesty create greater and deeper professional relationships.
Major Finding 6. Addressing site realities was referenced by 10 (83%) of the
study participants 25 times. Participants believed that it is key for principals to be open
and honest when it involves major school decisions. Furthermore, they believed it was
important for principals to share as much information as possible with staff, so as to not
blind them to the realities of the site and future direction.
Major Finding 7. Creating a student center culture was referenced by nine (75%)
of the study participants 16 times. Creating a student-centered culture allows for the
principal to keep students at the center of discussion or decision made. As leaders lead,
they must always keep students at the center of all their actions and decisions. In the
same way, leaders must have the ability to instill the same mentality in their staff
members to create such a positive culture.
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Major Findings for Research Question 4: Competence
How do elementary principals establish trust with staff through the domain of
competence?
In answering this question, face-to-face interviews were conducted with 12
elementary school principals to answer Research Question 4. The researcher asked
participants in the study open-ended, guided interview questions about the behaviors they
used to establish trust with staff through the domain of competence. The interviews were
recorded and transcribed, then coded and analyzed for major themes and patterns.
Major Finding 8. Sharing your own knowledge was referenced by 10 (83%) of
the study participants 17 times. Participants agreed that sharing their experiences and
instructional knowledge with students make staff members feel more comfortable sharing
their own experience, therefore making them open to receiving input from their principal
on instructional practice. This reciprocation and a principal’s ability to share opens his or
her level of competence, thus creating trust between a principal and his or her staff.
Major Finding 9. Receptive to improve as a leader was referenced by 10 (83%)
of the study participants 17 times. Participants believed that it is important to establish
relationships so that staff members feel comfortable coming to their leader to provide
new ideas or input. Such vulnerability to be honest with their principal allows for their
leader to develop in their competence as a leader.
Major Findings for Research Question 5: Consistency
How do elementary principals establish trust with staff through the domain of
consistency?
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In answering this question, face -to-face interviews were conducted with 12
elementary school principals to answer Research Question 5. The researcher asked
participants in the study open-ended, guided interview questions about the behaviors they
used to establish trust with staff through the domain of consistency. The interviews were
recorded and transcribed, then coded and analyzed for major themes and patterns.
Major Finding 10. Leading by example was referenced by 11 (92%) of the study
participants 29 times. Participants believed that it is key for principals to lead by
example by doing what they are expecting their staff members to do. When staff
members see a principal lead in such manner, it creates a higher level of trust between the
principal and staff member.
Major Finding 11. Being approachable was referenced by nine (75%) of the
study participants 25 times. Participants believed that it is important for principals to
have a two-way open communication where staff members feel comfortable opening up
to their leader. As leaders are consistent in their communication and being approachable,
it helps elevate trust because staff members can approach their principal any time the
principal is available.
Major Findings for Research Question 6: Five Domains
How do elementary principals perceive the degree of importance for the five
domains of consistency, competence, candor, concern, and connection for building trust?
In answering this question, quantitative data were collected from 12 participants.
An electronic survey was developed by the peer researches, titled Principal Behaviors
That Develop Trust With Staff. The survey results for Research Question 6 were broken
down into the five domains of trust: consistency, competence, candor, concern, and
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connection. A total of 12 surveys were e-mailed to elementary school principals of
schools within San Bernardino County. Of the 12 participants selected, 10 moved
through the process and completed the electronic survey. Participants were asked to
measure and rate each domain behavior from 1 to 6, with 6 being strongly agree, to 1
being strongly disagree. The number of participants, percentages of responses, and the
means were calculated to establish the overall results of the survey by each of the five
domains of trust and related behaviors. The results were compiled and analyzed.
Major Finding 12. The summation of the respondents’ perceived degree of
importance for the five domains of trust resulted in competence being ranked as the most
important domain for building trust with a mean of 5.7 and 70% of respondents
indicating that they strongly agreed.
Major Finding 13. The behavior relating to an organization’s ability to perform
consistently and dependably over the long term, ranked as the most important with a
mean of 5.8 was, “I behave in a manner consistent my role and responsibilities.” All
respondents (100%) indicated agree or strongly agree.
Major Finding 14. The behavior relating to an organization’s ability to
effectively to do what it is designed to, ranked as the most important with a mean of 5.9
was, “I focus the work of staff on the quality of services the district provides to students,
other staff, families, and community.” Nine respondents (90%) indicated that they
strongly agreed with this behavior being the most important in relation to consistency,
and one respondent (10%) agreed.
Major Finding 15. The behaviors relating to an organization’s ability to be
transparent in communicating or making information available to employees, ranked as
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the two most important with means of 5.7 were, “I engage in open communication with
all staff” and “I engage staff in discussions about the direction and vision for our school.”
All respondents (100%) indicated agree or strongly agree.
Major Finding 16. The behavior relating to an organization’s ability to
transparently communicate or make information available to employees, ranked as the
most important with a mean of 5.6 was, “I always treat staff positively and with respect.”
Six respondents (60%) strongly agreed with this behavior being the most important.
Major Finding 17. The behavior relating to an organization’s ability to align
one’s values or goals behind the people and their behavior behind it, ranked as the most
important with a mean of 5.7 was, “I display behavior that is aligned with the valued and
beliefs of our school site vision.” All respondents (100%) indicated agree or strongly
agree.
Unexpected Findings
There were two unexpected findings from this research. The first was that
competence was ranked as the highest domain to establish trust between principal and
staff members in the results of the survey given to the participants. However,
competence was ranked lowest in the total amount of frequencies of responses received
for the quantitative portion with a total frequency of 61. On the contrary, concern was
ranked as the lowest domain for the survey portion, but it was ranked as the highest
domain with the total amount of frequencies of responses. As a result, both competency
and concern were ranked differently in the interviews and in the survey. Concern may
have ranked higher due to the ability to sit face to face with the researcher and provide
more details and events showing concern for their staff. A potential reason for this
finding could be that competence on the survey deal directly with a principal’s ability to
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efficiently complete role as expected, where competence during face to face interviews
deal more with one’s ability to create a positive school culture. It could be that by
creating a positive school culture, staff members feel cared for. This may be the reason
for the domain of concern being the highest during the interviews and not competence.
The second unexpected finding was that the overwhelmingly lowest ranking
behavior discussed for the domain of concern with a mean of 4.4 was, “I demonstrate
appropriate work and life balance.” This behavior for how much the organization shows
empathy or care for its employees had the lowest strongly agreed responses with only
one respondent (10%). Five respondents (50%) agreed, two respondents (20%) agreed
somewhat, and one respondent (10%) disagreed somewhat, and one respondent (10%)
disagreed. It was unexpected because principals provide so much of their time and
energy in showing concern for their school community, but they seem lack the same
concern for their own well-being.
Conclusions
Several conclusions may be drawn from the literature and findings of this study
that demonstrate how elementary school principals create trust with staff using the five
domains of trust.
Conclusion 1: Interplay of Domains
The interplay of the five domains—connection, concern, competence, candor, and
consistency—provide significant purpose in establishing trust between a principal and
their staff. The research suggests that when all five domains are exercised
simultaneously, relationships are elevated to another level. When all domains of trust
have been reached, self-actualization has been established and trusting relationships have
been developed between a principal and staff members. As relationships continue
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developing at a school site, trust is created, and both principals and staff members can
reap the benefits of a strong relationship. Such relationships assist principals in shaping
the conditions of the school’s climate into a more positive and productive climate,
enhancing student success (The Wallace Foundation, 2013).
In the past, educational leadership theory recognized the most common form of
leadership in education to that of an instructional leader. The role of an instructional
leader is to lead a strong and directive curriculum and instruction to increase student
achievement (Hallinger, 2003). However, participants agreed that educational leadership
requires more than instruction to move a school forward, it requires the ability for
principals to create trust through the five domains to influence a more positive school
culture. Using the five domains to establish trust, it was found that a principal can
positively impact his or her school in a transformative way. Such an atmosphere of high
academic success can only come from a principal’s ability to create and nurture trust with
their staff members (S. R. Covey et al., 2014; Tschannen-Moran, 2014).
Conclusion 2: Connection
Elementary school principals in this study exhibited a positive connection with
their staff members. When a leader shows that he or she is connected, greater
relationships are created in a more meaningful way between the follower and leader.
Such connection validates the feelings of followers within the organization (White et al.,
2016). Principals who connect with their staff members do so by receiving input from
staff members regarding culture and student achievement. Staff members feel connected
when they feel like their voice is being heard, which creates a greater sense of connection
to the principal and school. As social species, staff members want to feel a sense of
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belonging. A sense of connection between the teacher and his or her leader impacts an
employee’s emotional well-being and productivity within the school setting (Giles,
2016). When principals create a sense of connectedness in their school, staff members
will produce higher levels of creativity and innovation, resulting in a greater positive
culture and student achievement. Therefore, a principal’s ability to establish a teamoriented culture will deepen the levels of connection, leading to trust.
Conclusion 3: Concern
The researcher concluded that effective elementary principals establish trust with
staff members by showing a sense of concern for their well-being. Concern entails
fostering a collaborative and safe environment where leaders and members can show
their vulnerability, support, motivate, and care for each other (S. M. R. Covey, 2006;
Kouzes & Posner, 2007; Weisman, 2016). Such sense of concern for staff’s well-being
comes from a principal’s ability to identify and support the needs of his or her staff. Such
opportunities arise when principals make themselves available and accessible to their
staff. It is crucial for principals to show concern through the interactions with their staff
members to establish that staff members are valued and deemed more important than the
school’s daily operations. As such, effective principals must be intentional and selective
with their time management, so that they can focus on their staff to provide needed
support.
Furthermore, effective principals show that they care by actively listening to their
staff. Principals committed to their staff members, show interest in their professional and
personal lives. Effective leaders ask questions and really listen to their staff (S. M. R.
Covey, 2006; Horsager, 2009). This personal connection of actively listening to staff
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members allows engaging and trusting relationships to develop because staff members
feel valued and appreciated. A principal who actively listens to and shows empathy
places a greater relationship on building and maintaining trusting relationships.
Conclusion 4: Competence
The researcher concluded that a principal’s ability to move his or her school
forward will rely on his or her ability to display key characteristics, which will assist in
leading his or her staff members in a safe and trusting environment. When principals are
competent in creating a safe and trusting environment, staff members will choose to trust
their leader in moving the school forward to a more positive school culture (S. M. R.
Covey, 2006). One way of creating a safe and trusting environment is a principal’s
ability to share his or her own instructional experiences and knowledge with staff
members as well as his or her continual professional growth endeavors. Participants
agreed that sharing their experiences and instructional knowledge with students makes
staff members feel more at ease to share their own experience, therefore making them
open to receive input from their principal on instructional practice. This reciprocation
and a principal’s ability to share opens his or her level of competence, thus creating trust
between a principal and his or her staff. Furthermore, a leader’s ability to maximize his
or her own potential and create organizational trust is dependent on his or her ability to
nurture and grow his or her own competency as an effective leader in today’s world
(Horsager, 2009; Kouzes & Posner, 2007). White et al. (2016) stated, “Advancing your
education, your training, your experience, your coaching, and your mentoring will help
you develop the competence that invites others to place trust in you” (p. 14). Principals
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advancing in their own professional growth will foster a desire in staff members as well
to pursue their own professional growth endeavors leading to increased student success.
Conclusion 5: Candor
The research and literature concluded that effective principals create trust with
staff members through communication that is honest and truthful in nature. When staff
members hear their principal being truthful, integrity is recognized and established with
the leader creating greater levels of trust (White et al., 2016). Principals who create a
space conducive to open communication regarding personal and professional realities
establish trust because staff members know their principal has their best interests in mind.
Such openness and honesty create greater and deeper trusting relationships.
Furthermore, effective leaders show honesty in their ability to be transparent
about school business. Transparency of information allows the principal to lead their
employees to new levels of educational problem-solving skills, innovation, and
productivity in a healthy manner (S. M. R. Covey, 2006). A principal must always be
honest about the realities of the school to foster an environment of trust and
collectiveness in decision making. Effective principals will share as much information as
possible with staff members. This also requires the principal to be willing to accept the
truth from their staff members to foster healthy and trusting relationships of mutual
respect.
Conclusion 6: Consistency
Based on the findings of the study and literature review, effective leaders are
consistent with their words and actions alike. Effective principals must ensure that they
are leading in a manner that is consistent for their staff members to witness daily.
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Participants in the study believe that it is key for principals to lead by example by
accomplishing what principals are expecting their staff members to do themselves. A
principal’s decision making, what he or she deems as valuable, and what he or she
communicates is observed daily by his or her employees to determine if a leader is
consistent with his or her actions and words. When a principal is reliable, staff members
will trust that his or her principal will follow through when he or she gives his or her
word (White et al., 2016). Such trust emerges from an ability to consistently lead with
integrity. Such consistency in a principal’s words, actions, and decisions creates
trustworthiness with his or her staff members. Consistency of character and performance
in a leader, despite the rapid change of our global economy, is what is deeply valued by
employees in an organization (S. M. R. Covey, 2006; Horsager, 2009; Mayer et al.,
1995). Leaders who, as a collective whole, are tuned in to what is best for the
organization act accordingly (Weisman, 2016).
Implications for Actions
It vital for principals to keep endeavoring to create trust, as it builds strong
relationships, which enhance the effectiveness of the organization (S. M. R. Covey, 2006;
Horsager, 2009). Developing and maintaining trust within a school environment is key to
the success of the school. Leaders who exhibit positive behaviors with their employees
through the five domains of trust, have a clear understanding of their task and goals to
move the school site forward (Horsager, 2009). Trust is strengthened or weakened, due
to the interactions between the principal and his or her staff members (Horsager, 2009;
Weisman, 2016). Principals who instill trust in their staff members create lasting
commitment to creating a greater sense of positive school culture and higher student
achievement. In general, research affirms the influence of each domain independently.
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This study gives credence to the five domains brining collective meaning to how
principals create trust with staff and their implications for action.
Implication 1: Educational Leadership in Universities
This study revealed that behaviors related to the five domains of trust establish
trust between principals and staff members. Educational leadership theory has
simultaneously been evolving alongside other organizational theories to improve student
achievement and school climate (Hallinger, 2003). The most common form of leadership
in education is that of an instructional leader. The role of an instructional leader is to lead
with a strong and directive curriculum and instruction to increase student achievement
(Hallinger, 2003). The sole purpose of an instructional leader is to increase student
performance through effective teaching and learning (U.S. Department of Education,
2015). However, the needs of all school stakeholders have changed over time and the
style of educational leadership is deemed necessary (Hallinger, 2003).
Today’s school leadership involves more than just knowing and implementing
curriculum. As such, it is crucial for universities to create educational programs that
consist of various forms of leadership styles to create school leaders who are multifaceted
in leading schools. In addition to managing administrative responsibilities, university
programs must weave in the five domains of trust to assist principals in creating trusting
relationships. Universities have the opportunity to develop leaders who will have the
power to develop the culture of their organization, starting with trust as the foundation to
move the school forward (Avolio & Gardner, 2005; Mayer & Gavin, 2005; Wong &
Laschinger, 2013).
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Implication 2: Self-Assessments
It is important that both aspiring principals and current principals take time for
self-reflection and allow feedback from others so they can grow as professionals. One
way a school leader can seek information about his or her leadership style is to examine
his or her strengths and weaknesses as a leader. One way to seek information about his
or her leadership style is to participate in an emotional intelligence, or something similar,
which focuses on behaviors relate to the five domains. A key component to being
effective as a transformational leader is a principal’s level of emotional intelligence (EI).
EI focuses on human behavior rather than the intellect of an individual (Bradberry &
Greaves, 2009). A leader with high EI appears to be a powerful tool for organizational
change in the 21st century. Leaders with high EI are powerful because they understand
their social interactions with others, and these leaders are aware of their own emotions
and the emotions of others as well (Bryk & Schneider, 2002; S. R. Covey et al., 2014;
Tschannen-Moran, 2014; Whitaker, 2012). When school principals have EI, they make
decisions to achieve positive results through their understanding of the staffs’ behavior
and social complexities (Bradberry & Greaves, 2009).
School leaders should continue to self-reflect and analyze feedback from such
tools and others on a regular basis to basis to ensure that their perception of an effective
leader aligns with that of their staff members. A great leader will assess his or her
results, reflect, and create an action plan for opportunities to grow in every aspect of
being a school leader. Furthermore, school leaders should seek opportunities for
mentorship. The mentor could work with the principal to develop areas of need. It is
recommended that the school leader consider having all stakeholders participate in the
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assessment and feedback for growth and development. Such self-assessments and selfreflections for growth will develop the leader into an effective leader and will assist in
promoting growth within all staff members to move the school organization forward
(S. R. Covey et al., 2014; Tschannen-Moran, 2014).
Implication 3: District Mentorship
Principals are the CEOs of their schools. When selecting a principal, districts
seek individuals who can accomplish leading an organization while achieving student
success. Coupled with instructional initiatives, effective school principals need to have
the ability to foster a positive school culture through meaningful relationships with
students, staff, and community stakeholders (Bryk & Schneider, 2002). As such, all
school districts should establish an administrative mentorship program to develop and
support school leaders. As students are expected to have 21st-century skills necessary in
a world that is a complex, globalized, and technology-driven society, oftentimes
principals are left to hit the ground running with students, staff, and parents (Kellogg,
2017). School districts should prioritize their school leaders and mentor them as quality
principals result in effective schools that promote a positive school culture and produce
student success.
In addition to school districts offering mentorship programs for school
administrators, one aspect of mentorship of the program should align with the five
domains of trust. As a result, school leaders will have the insight and ability to develop
trust with staff members. Aside from the instructional aspect of a school leader, good
mentors should provide consistent feedback. Skillful mentors will align their feedback
with the five domains of trust to develop relationships with staff and community
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members. As such, mentors will develop school leaders who have the capacity to
broaden their perspective and skills for school effectiveness.
Implication 4: Professional Development Through Professional Associations
It is vital that professional development continues to be at the forefront of the
development of every leader on a continual basis. School reform continues to be at the
forefront of this nation. As society continues to evolve from a manufacturing economy to
a more complex world, schools are undergoing a transformation like never before in U.S.
history. As Darling-Hammond (1997) stated, “Never before has the success, perhaps
even the survival, of nations and people been so tightly tied to their ability to learn.
Consequently, our future depends now, as never before, on our ability to teach” (para. 2).
It is recommended that school districts provide enough time and the financial
resources for school leaders to engage in professional development. To ensure that
behaviors related to competency, connection, candor, consistency, and concern transcend
through their own leadership, school leaders must understand the importance of such
behaviors from the study. Joining administrative associations and taking part in
professional development will provide school leaders with a competitive advantage in the
field of education, because school leaders will be well informed about the current realities
and changes taking place within the sphere of education. Opportunities for workshops to
develop trusting relationships can help the school leader build skills in creating each of
the five domains with staff members to promote student achievement. Professional
development on the current educational trends, coupled with professional development
consisting of the five domains will create a well-rounded effective school leader who will
have the capacity to endure school reform in the 21st century. Furthermore, when an
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elementary school principal is cognizant of his or her staff members’ needs and abilities,
he or she fosters staff members to work in teams, resulting in greater creativity.
Innovation flourishes in the organization when cooperative teams and creativity are
combined with inspirational motivation as a collective whole. When the faculty act in a
collective and cohesive manner, they create a sense of unity and positive school culture.
Such a positive school culture creates a sense of togetherness that continues raising
academic success to new levels of achievement (Cox, 2009).
Recommendations for Future Research
The literature indicates that principals have the privilege of transforming a school
culture and elevating student success by establishing and maintaining trust with staff
members. Evidence supports the continued need for trust in school environments. The
world is evolving, and this is a new world where collaboration, innovation, trade, and
commerce will surpass the limits of prior human connection and globalization (Friedman
& Mandelbaum, 2011). With such a force of power in this new world, Friedman and
Mandelbaum (2011) believed that a new generation of people will need to be empowered
with the demands of this growing network of people. Furthermore, educators must have
a deep understanding of such demands that will affect every student preparing for jobs in
the 21st century. Therefore, school leaders are embarking on this new journey to find
innovative ways to transform education in America.
To create a positive school environment where all students can exhibit Friedman
and Mandelbaum’s (2011) 21st-century skills, it is vital for school principals to create
such conditions for learning. These conditions are established through principal-teacher
connection because principals can indirectly impact student success through their
relationships with teachers. Teachers who trust their principals will discover new ways to
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promote 21st-century learning to prepare students for future careers (Howe, 2016).
Principals who build trust with their teachers through trusting relationships can create
such an environment for student success (Bryk & Schneider, 2002).
Based on the findings in this study, it is important that establishing trust between
a school leader and staff members continues to be a topic of research. School principals
must act on the important task of creating a positive school culture that promotes success
for all students. However, principals are faced with many challenges in creating such
relationships with teachers and all stakeholders. An effective school principal
understands the culture of his or her school, while aligning to the goals that the district
sets (Bryk & Schneider, 2002). At the same time, the principal must lead such work with
passion, meaning, and enthusiasm to spark the same vigor in his or her teachers. Such a
culture is created when trust is set as the component for all relationships (Weisman,
2016). The study has led to thoughts on future research that could bring the topic to a
broader level. The following are some areas of interest and findings that could strengthen
this body of study:
Recommendation 1: Universities That Include Transformational Leadership vs.
Universities That Do Not
The first recommendation for future research would be to do a comparative
analysis between universities that incorporate transformational leadership as a leadership
style in their administrative program versus those universities that do not. Typically,
transformational leadership styles are aligned with behaviors incorporating the five
domains of trust. This study could be replicated comparing a combination of universities
that include transformational leadership as a key style versus those that do not discuss it
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in their program. The results of this study can assist in revealing whether there is a
difference in the school leader’s ability to establish trust with staff through the five
domains.
Recommendation 2: Five Domains in Isolation
This study was conducted specifically with Weisman’s (2010) five domains of
trust to establish trust between a principal and staff members. This thematic study was
the first attempt to study the challenges, barriers, and misconceptions as to how
Weisman’s five domains of trust can be applied to establish trust between elementary
school principals and their staff members. Replicating this study with each domain in
isolation can yield specific ways to skillfully exercise each domain on its own. Each
domain in isolation has the power to assist school leaders in creating trust with staff
members.
Recommendation 3: Professional Development Opportunities
Another recommendation would be to go deeper with specifics using “examples”
of each variable behavior and how school principals demonstrate such behaviors. This
study compiled specific traits under each domain. This study could be a fully qualitative
study incorporating observations, artifacts, and interviews to dig deeper into specific
behaviors to develop professional development opportunities for school leaders.
University-specific and district-specific coaching and professional development modules
could be created to teach leaders in universities more specific skills and techniques to
develop trust with staff members to create a greater sense of school culture.
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Recommendation 4: Staff Members Perception on the Five Domains of Trust
An additional recommendation could be that this study go deeper using a mixedmethods study on staff members’ perceived perceptions of how school leaders develop
trust with staff using the five domains. This study sought to understand school
principals’ perceptions to the five domains, but such a future study could compare
principals’ perceptions and staff members’ perceptions to create greater clarity. Such
clarity can assist in narrowing specific skills under each domain and then merging them
together to create specific strategies for school leaders to establish trust with staff.
Concluding Remarks and Reflections
Human relationships are the foundation by which this world exists. Individual
morals and beliefs are what makes each individual unique and an integral part of this
society. Everyone is shaped by the experiences and opportunities they face daily. Such
experiences develop us into the people we become and express to the world.
Collectively, everyone creates a global reality that is diverse in every aspect. Such
diversity allows for human connection on a deeper level by sharing diverse values and
beliefs to create and develop meaningful human relationships. As such, every person
must have the privilege and opportunity to extend and accept the person and the added
value he or she brings to the relationship. This ability to accept and value each individual
as he or she is establishes trust in all relationships. Trust is the basis of all human
relationships.
Trust is an important element that permeates various relationships that exist
within the context of the organization. Leaders of organizations who have this innate
ability to value people as they are make their presence permeate through their entire
organization (S. M. R. Covey & Link, 2012; Horsager, 2009). As such, an organization
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can rise to the era of this global economy with success and stamina. The basis of the
success of any relationship comes back to human relationships. The foundation by which
an organization can flourish and move forward is based on trust. People have an innate
desire to connect, communicate, and engage, and it is a leader’s responsibility to move
people in that direction (Friedman & Mandelbaum, 2011). Trust is evidently more
critical as organizations move forward into a more relational and transparent
globalization (S. M. R. Covey, 2006; White et al., 2016). As leaders navigate in creating
a company’s reputation, creating a greater sense of employer engagement, and effectively
executing all the facets of an organization, those dimensions are all greatly affected by
trust (S. M. R. Covey & Link, 2012).
As trust within an organization is vital, so is trust within the sphere of education.
A great education has the power to change the lives of students, creating greater
opportunities for students to be productive in this 21st-century global society. Such
heavy yet rewarding responsibility weighs on the hearts of every educator. Teachers
become teachers to impact lives of students daily. Within those successful experiences is
what leads a few teachers to further their education and take on the heavy responsibility
to lead a school. Principals as leaders have a demanding yet rewarding job to lead
students to success. For that matter, it is vital for principals to develop trust with their
staff members. Such trust is developed when principals go back to the basics, human
relationships. Before principals can move their school forward, they have the amazing
ability to get to know each one of their staff members on a deeper level. Such
relationships do not develop overnight. Such relationships happen over a period of time
when school leaders exercise each domain of trust to establish trust with their staff
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members. When they do that, principals become cognizant of each member’s needs and
abilities, fostering a more positive culture for all stakeholders. When the faculty act in a
collective and cohesive manner, they create a sense of unity and positive school culture.
Such a positive school culture creates a sense of togetherness that continues raising
academic success to new levels of achievement (Cox, 2009). Teachers who trust their
principals will discover new ways to promote 21st-century learning to help prepare
students for future careers (Howe, 2016).
As this study validated, school leaders believe that all five domains of trust found
in the TVI framework—candor, concern, connection, competence, and consistency—
established trust with their staff members. As such, tools and training materials can be
developed to ensure that leaders have the tools necessary to develop trusting relationships
with staff members. To conclude, being a school leader is no easy task. School leaders
must consistently manage their time with instructional needs and human needs but not
neglect their own personal lives. Principals are often left with the question, “Am I really
making a difference in the life of this school?” However, the rewards outweigh the
doubts a school leader encounters. Who else has the amazing privilege to change the
lives of individuals and set them up for future success? Furthermore, who else can lead
staff members down a path to maximize their fullest potential as educators? As
principals, we have the moral obligation to maximize our staffs’ potential through
trusting relationships to ensure that we provide all students with an equal opportunity to
experience all the possibilities inherent to each student.
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APPENDIX E
Interview Questions

Order of Interview question by the 5 Cs
Connection
1. Connection is about creating positive relationships & rapport with others. How have
you developed positive relationships and rapport with organizational stakeholders
[staff, board, use your sample]?
Prompt: How do you see the establishment of positive relationships and rapport as
contributing to trust with organizational stakeholders [staff, board, use your sample]?
2. In what ways have you developed shared values with organizational stakeholders
[staff, board, use your sample]?
Prompt: How do you see the establishment of shared values as contributing to trust
with organizational stakeholders [staff, board, use your sample]?
Concern
3. Research shows that leaders develop trust when they care for their employees’ wellbeing. Tell me about some of the ways that you show you care for your employees
[staff, board, use your sample] and their wellbeing.
Prompt: How do you share yourself with your employees?
4. What are some of the ways you create a collaborative work environment for your
employees [staff, board, use your sample]?
Prompt: Can you provide some examples of how you make teams feel safe to
dialogue in a collaborative environment?
Prompt: How do you manage failures among employees [staff, board, use your
sample] in the organization?
Candor
5. The literature for trust indicates that leaders who communicate openly and honestly
tend to build trust with their employees. Please share with me some ways that have
worked for you as the leader of your site to communicate openly and honestly with
the staff [staff, board, use your sample].
Probe: Can you describe a time when you perceive your communication with staff
[staff, board, use your sample] may have contributed to developing trust?
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6. Two characteristics for a transparent leader are accessibility and being open to
feedback. Please share some examples of how you demonstrate accessibility and
openness to feedback.
Probe: How would you describe your feedback strategies for staff? Can you give me
some examples?

Competency
7. The literature for trust indicates that leaders who demonstrate competence by
fulfilling their role as expected establish credibility and develop trust with their
employees [staff, board, use your sample]. Can you describe a time in which you feel
your competence as a leader may have contributed to developing trust?
Probe: Please share with me some examples in which you feel you established your
credibility within your role as the principal [ use your sample].
8. Competent leaders value the expertise of others and invite participation of team
members to solve problems through shared decision making. Please share with me
some ways that have worked for you as the leader of your site [ use your sample] to
invite participation in decision making with the staff [staff, board, use your sample]?
Probe: Can you describe a time when you perceive your staff [staff, board, use your
sample]. participation in decision making may have contributed to developing trust?

Consistency
9. What are some of the ways that you model leadership that is reliable and dependable?
Prompt: How do you establish expectations that help you to lead the board
(employees, staff) in a way that is dependable?
10. Can you provide an example of a crisis situation when your leadership was
dependable and steadfast and developed trust with and between board (employees,
staff)?
Prompt: How do you ensure that your message to board members (employees, staff)
is consistent and true during a time of crisis?
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APPENDIX F
Interview Protocol
“My name is Diana Escalante and I am an elementary school principal for Chino Valley
Unified School District. I’m a doctoral candidate at Brandman University in the area of
Organizational Leadership. I’m a part of a team conducting research to determine what
strategies principals use to build trust with their site staff. We are seeking to better
understand what is it that you do to build trust with your school staff.
I want to thank you for agreeing to participate in the interview on trust and agreeing to
our follow up electronic survey. The information you give, along with the others,
hopefully will provide a clear picture of the thoughts and strategies that principals use to
build trust with their site staff.
The questions I will be asking are the same for everyone participating in the study. The
reason for this try to guarantee, as much as possible, that my interviews with all
participating principals will be conducted pretty much in the same manner.
Informed Consent
I would like to remind you any information that is obtained in connection to this study
will remain confidential. All of the data will be reported without reference to any
individual(s) or any institution(s). For ease of our discussion and accuracy I will record
our conversation as indicated in the Informed Consent sent to you via email. I will have
the recording transcribed to a Word document and will send it to you via electronic mail
so that you can check to make sure that I have accurately captured your thoughts and
ideas. The digital recording will be erased.
Did you receive the Informed Consent and Brandman Bill of Rights I sent you via email?
Do you have any questions or need clarification about either document? If so, would you
be so kind as to sign the hard copy of the IRB requirements for me to collect.
We have scheduled an hour for the interview. At any point during the interview you may
ask that I skip a particular question or stop the interview altogether.
Do you have any questions before we begin? Okay, let’s get started, and thanks so much
for your time. Connection is about creating positive relationships & rapport with others.
How have you developed positive relationships and rapport with organizational
stakeholders [staff, board, use your sample]?
5. In what ways have you developed shared values with organizational stakeholders
[staff, board, use your sample]?
Prompt: How do you see the establishment of shared values as contributing to trust with
organizational stakeholders [staff, board, use your sample]?
6. Research shows that leaders develop trust when they care for their employees' wellbeing. Tell me about some of the ways that you show you care for your employees
[staff, board, use your sample] and their wellbeing.
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7. What are some of the ways you create a collaborative work environment for your
employees [staff, board, use your sample]?
Prompt: Can you provide some examples of how you make teams feel safe to dialogue
in a collaborative environment?
Prompt: How do you manage failures among employees [staff, board, use your sample]
in the organization?
8. Can you provide an example of a challenging situation when your leadership was
dependable and steadfast and developed trust with and between board (employees,
staff)?
Prompt: How do you ensure that your message to board members (employees, staff) is
consistent and true during a time of crisis?
6. The leaders who communicate openly and honestly tend to build trust with their
employees. Please share with me some ways that have worked for you as the leader of
your site to communicate openly and honestly with the staff [staff, board, use your
sample].
Probe: Can you describe a time when you perceive your communication with staff [staff,
board, use your sample] may have contributed to developing trust?
7. Two characteristics for a transparent leader are accessibility and being open to
feedback. Please share some some examples of how you demonstrate accessibility
and openness to feedback.
Probe: How would you describe your feedback strategies for staff? Can you give me
some examples?
8. The leaders who demonstrate competence by fulfilling their role as expected establish
credibility and develop trust with their employees [staff, board, use your sample].
Can you describe a time in which you feel your competence as a leader may have
contributed to developing trust?
Probe: Please share with me some examples in which you feel you established your
credibility within your role as the principal [ use your sample].
9. Competent leaders value the expertise of others and invite participation of team
members to solve problems through shared decision making. Please share with me
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some ways that have worked for you as the leader of your site [ use your sample] to
invite participation in decision making with the staff [staff, board, use your sample]?
Probe: Can you describe a time when you perceive your staff [staff, board, use your
sample]. participation in decision making may have contributed to developing trust?

10. What are some of the ways that you model leadership that is consistent?
Prompt: How do you establish expectations that help you to lead the board (employees,
staff) in a way that is dependable?

“Thank you very much for your time. If you like, when the results of our research
are known, we will send you a copy of our findings.”
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